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FOREWORD 

Platform businesses are rewriting the rules of industry with 
digitised, open and collaborative business models that 
connect ecosystems of producers and consumers. 

This goes beyond innovative software like Google’s 
algorithm, Uber’s on-demand system or Airbnb’s  sharing-
economy database. The real differentiator is the ability to 
leverage rapidly and infinitely scalable network processes 
to orchestrate an entire ecosystem of actors. The ability to 
mediate ecosystem activity disrupts traditional buy-make-
sell business practices.

Platforms outperform traditional pipeline businesses 
because they build new growth markets and communities 
beyond the boundaries of their central hubs. While taxi 
companies and hotel chains struggle to market assets they 
own, Google’s platform links an infinite supply of people 
looking for answers to a near infinite supply of advertisers 
with something relevant to sell. And then the platform 
aggregates and analyses the data of these innumerable 
interactions to optimise  supply and demand across the 
whole network. 

Today’s platforms open a new world of growth for 
traditional businesses 

We’ve seen connected ecosystems before. Walt Disney’s 
corporate strategy vision in 1957, for example, showed how 
his creative studio would produce characters and stories to 
fuel, and be fueled by, a network that spanned television, 
music, theme parks, publishing and merchandise.

Even traditional markets, the kind at the centre of ancient 
life, are platforms – the owner of the market creates a space  
for a variety of producers to come together to serve a  
larger group of consumers. 

But our digital connectivity now allows for much larger-scale 
aggregation as we no longer depend on physical exchanges. 
On today’s platforms, consumers can also be producers and 
vice versa – you can become an Airbnb provider and use the 
service when you travel. 

And platform businesses’ ability to use data to keep learning 
transforms how they sustain value creation. Uber, for 
example, is increasingly predicting demand and rebalancing 
the supply of available cars based on the vast amounts of 
data it gathers. Together, digital interactions, the duality of 
producers and consumers, and the data revolution enable 
the unprecedented scale of today’s platform leaders. 

And traditional businesses can seize the opportunity by 
pivoting to platforms. While the obvious examples of 
successful platforms today are the rising digital natives, 
large traditional organisations can, and should, embrace  
the platform movement. They can’t do so by taking an 
incremental approach to innovation, solving smaller 
challenges linked to existing business models. They must 
extend the business into new high-value areas. 

Much like Apple’s App Store adds value to its hardware 
business, traditional businesses can build a platform that 
capitalises on their existing assets and capabilities, solves 
thorny challenges for market participants and creates an 
engine of perpetual value creation. 

I’ve collaborated with PA to advise traditional companies 
on whether to partner, build or participate in platform 
businesses and help them create a successful strategy 
that aligns business objectives with market trends. While 
participating in a platform is certainly an option, the most 
value comes from building a platform business.  

This platform playbook provides a well-defined, proven 
methodology to help navigate the critical phases of 
considering where to place strategic bets, building a culture 
of experimentation, and scaling efforts successfully. 

Business models as we know them today are, at least in 
the medium-term, not going to disappear. But their value 
pools are starting to shrink as platform models become 
more important. The next phase of this revolution will raise 
a whole new set of leadership issues, and this playbook will 
help you address them.

SANGEET PAUL CHOUDARY 
Co-author of Platform Revolution  
and Advisor to PA
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As the world becomes more 
connected, the platforms that 
harness these connections and 

the ensuing interactions into 
effective business models will win
Sangeet Paul Choudary 
Co-author of Platform Revolution  
and Advisor to PA
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TODAY’S TRADITIONAL ORGANISATIONS ARE  
THE PLATFORM LEADERS OF TOMORROW  

Your business could be a platform business. In fact,  
it probably should be. 

It’s easy to assume the platform game is the exclusive 
domain of digital natives. But while the likes of Google, 
Amazon and Microsoft have got a head start and proved 
the potential of platforms, it’s the incumbent traditional 
organisations that will reshape the world tomorrow. 

Agriculture giant John Deere, for example, has created 
a data platform that gives everyone from farmers and 
agriculture retailers to software companies unprecedented 
insights into farming that lets every part of the value chain 
improve their operations. And beauty retailer Sephora has 
created a community-based platform that uses artificial 
intelligence to recommend specific products to achieve 
people’s personal cosmetic goals, creating a new connection 
between  consumers and producers. 

These large, traditional companies are succeeding with 
their platform business models because, like all incumbent 
organisations, they have well-established brands, deep 
customer relationships, access to capital, domain expertise  
and global reach. While start-ups begin from scratch,  
a large organisation can use its existing data to identify 
critical problems, test  new value propositions on existing 
customers, solve  challenges in complex industries and 
leverage their brand, capital, channels and suppliers to  
scale rapidly. 

You should build your platform business model now 

The competitive advantage that a platform business 
provides  is significantly greater when you move first. Being 
first or fast  to market will give you time to refine your 
strategies, learn  more about your customers and begin 
extending your services systematically. So, be the company 
that sets the standard for your industry by creating the 
platform and ecosystem that others join. Or, if that’s 
not possible, explore how you can partner with or join a 
platform by solving problems others haven’t. 

The path forward is to create organisational agility, from 
top to bottom, so you can build a culture of continuous 
innovation. Instead of constantly striving to stay relevant in 
a fast-changing market, you will define new standards and 
experiences your competitors must match.

You can empower your organisation to take this journey, 
but it will require a leadership shift. If your business has 
operated with a command and control structure, you’ll need 
to pivot to an experimental mindset, freeing yourself and 
your teams from the fear and constraints of failure. And 
you’ll need to show your leaders how to serve as coaches 
and mentors, aligned around the common goal of creating 
value for your customers and users, rather than just acting 
as the sole arbiters of strategy.

In this playbook, we outline the three steps that will take 
you on this journey: strategise, innovate and grow. And we 
provide the practical advice, plans and tools for making this 
critical shift. 

Strategise: Use our tools to define your platform growth 
opportunity and align key stakeholders around the path 
forward, identifying which assets you can leverage and 
prioritising new capabilities to develop. 

Innovate: Launch your platform business at pace to validate 
your opportunity, building and testing a prototype solution, 
and determining its market potential. 

Grow: Develop the organisational agility and culture of 
experimentation you need to test, implement and scale new 
products while learning how to measure platform return  
on investment (ROI).  

We’re passionate about helping organisations transform to 
deliver long-term growth while becoming more efficient 
with their resources. Now is the time to embrace a platform  
business model. Together, we can unlock ingenuity to deliver 
enduring results. The only mistake would be to stand still.

HUGO RAAIJMAKERS 
PA platform and innovation expert
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Your business could be a platform business.  
In fact, it probably should be.

Hugo Raaijmakers 

PA platform and innovation expert
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WHAT IS A PLATFORM BUSINESS?   

Platforms are open digital environments that build and orchestrate 
ecosystems of producers and consumers. 

They facilitate valuable interactions between people and organisations,  
and become increasingly valuable as more users join the ecosystem.  
Unlike traditional linear businesses, platforms don’t own the means of 
production, they own the means of connection.

Today, platforms are some of the most successful and disruptive businesses 
in the world:

• Airbnb creates value with a platform that seamlessly connects travellers  
and people with empty rooms 

• WeChat creates value with a platform that lets businesses interact  
with people through chat 

• Amazon creates value with a platform that lets producers sell directly  
to consumers.

Producers Consumers

Platform

Value exchange 

 
Value and data 

exchange

 
Value and data 
exchange
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PA’S END-TO-END PLATFORM GROWTH PROCESS  

Which platform business model should you develop? Your decision will 
influence the future of your company. And delivering on that decision is 
challenging work, where every choice and action builds and reinforces  
on those before. To guide you through this process, we’ve developed  
a well-defined methodology for creating a platform operating model. 

We developed this end-to-end platform growth process on the back of more 
than 15 years’ experience building platforms in consumer, financial services 
and healthcare with brands like Philips Healthcare and ING. We’ve used this 
methodology with them all and are continuously improving it as we help 
tailor more platform solutions to more industries and businesses.

Our process will guide you through three phases:

STRATEGISE 

You’ll explore where and how you can build and apply a platform business 
model, define your role in your evolving digital ecosystem, and map a 
frictionless journey to success.  

This process will involve conducting a scan of your environment, exploring the 
players in your ecosystem and defining the scope of your platform business.  

At the end of this phase, you’ll have a new platform strategy that shows 
where your opportunities are in your ecosystem.

INNOVATE

You’ll iteratively build and validate elements of your platform using  
design thinking, lean start-up and agile processes. 

You’ll use our platform accelerator process to explore existing issues in the 
ecosystem and determine if they’re worth solving, build and test solutions, 
and validate their market potential.  

At the end of this phase, you’ll have a validated platform opportunity,  
value proposition and minimum viable product (MVP) to take to market.

GROW 

During this phase, you’ll build the technological and organisational 
foundation you need to build and scale your platform solution. You’ll also 
learn how to increase organisational agility, measure platform ROI and 
maintain oversight and control of value creation.  

At the end of this phase, you’ll have an established platform organisation 
and technology architecture, an approach to grow through network effects 
and a metrics framework for tracking progress.
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STRATEGISE INNOVATE GROW

DEFINE YOUR STRATEGIC 
PLATFORM OPPORTUNITY

DEFINITION

KEY QUESTIONS

KEY TOOLS

1. Which new growth area is suitable for 
  a platform play?

2. What does the growth area’s ecosystem 
   look like?

3. What are your platform opportunities?

DESIGN, VALIDATE AND BUILD 
YOUR PLATFORM BUSINESS

CREATE A SCALABLE PLATFORM BUSINESS

1. What does your platform operating model 
   look like? 

2. How will you create a unique data control point 
   that will strengthen your role in the ecosystem? 

3. How will you use network e�ects to scale 
   your platform? 

1. What’s your platform value proposition 
  and USP? 

2. How will you create value from your platform?

3. What experiments can you run to test your 
   platform MVP?

PLATFORM OPERATING 
MODEL 

PLATFORM DATA 
STRATEGY

GROWTH NETWORK 
EFFECTS 

DEFINITION

KEY QUESTIONS

KEY TOOLS

DEFINITION

KEY QUESTIONS

KEY TOOLS

PLATFORM MINIMUM
VIABLE PRODUCT (MVP)

CONSUMER AND 
PRODUCER JOURNEY

PLATFORM VALUE 
PROPOSITION

CORE 
INTERACTION

 

PLATFORM 
SERVICES

 

DATA CONTROL 
POINT  

PLATFORM BUSINESS 
MODEL 

PLATFORM 
CAPABILITIES

PLATFORM SEGMENT 
PRIORITISATION

PLATFORM  
OPPORTUNITY 

PLATFORM  
ECOSYSTEM

PLATFORM  GROWTH 
AREA ASSESSMENT

PLATFORM GROWTH PROCESS
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STRATEGISE
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Traditional business strategy too often does 
not bother to create a story or narrative about 

its actions for its employees and the world  
to gather around. For the strategy to become 

reality, people need to see themselves  
in the story and then take action to make  

the story happen
Beth Comstock 
Author of Imagine It Forward: Courage, Creativity, and the Power of Change
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STRATEGISE: INTRODUCTION 

WHY

To explore the opportunity to become a platform player in 
your ecosystem, you first need to create your organisation’s 
platform vision and strategy. Creating a platform vision 
means getting a clear idea of the position your company can 
take in the digital ecosystem to maintain your competitive 
edge. And your platform strategy will start to plot a path to 
get you there, ensuring you can create a platform business 
model that delivers a great return on investment and much 
faster growth.

WHAT

Develop a powerful platform strategy by answering  
three questions: 

Which new growth area is suitable for a platform play? 

Assess growth areas in a structured way to objectively 
prioritise those with the greatest potential for a platform 
business model. 

What does the growth area’s ecosystem look like?  

Define the current stakeholders in the growth area to 
understand what they do in the ecosystem and why, so you 
can identify gaps to fill and broken interactions to fix. 

What are the platform opportunities?  

Explore who the consumers and producers are for the 
platform ecosystem and identify their existing challenges. 
Define the services you could offer to solve those challenges 
and the data you’ll gather to maximise platform value.

HOW

Exercises 

1. Assess the growth areas for your platform play 

2. Understand your position in the ecosystem 

3. Determine your platform opportunity 

Outputs 

1. An understanding of which growth area is ripe for a 
platform play 

2. An understanding of where your organisation sits in the 
platform ecosystem 

3. A platform opportunity map that shows where you can 
add value to the ecosystem



STRATEGISE TOOLS 
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 GROWTH AREA 
ASSESSMENT TOOL

Assess and prioritise potential growth areas to determine 
how you can become a prominent platform player.

• What are the customer and producer segments  
to focus on? 

• Which trends are important? 

• Are there already other platform orchestrators active 
in the growth area? 

• What’s the market potential? 

• What unique data do you own as a company?

PLATFORM 
ECOSYSTEM TOOL

Identify and explore all stakeholders in the growth area. 

• Who are the consumers? 

• Who are the producers? 

• What are the ecosystem participants doing?  

• What are the motivations of the ecosystem participants?

PLATFORM 
OPPORTUNITY TOOL

Identify a platform opportunity that’s worth exploring. 

• What platform opportunity fits best with your  
target audience or market?  

• Which opportunities use your core assets  
and capabilities? 

• How will you create sustainable advantage with  
your platform business model?

STRATEGISE: INTRODUCTION
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Time: 60 minutes

Participants: 3–4 people

Material: Post-it notes, markers

GROWTH AREA ASSESSMENT TOOL  

OVERVIEW

Exploring new growth areas is an essential activity for large 
organisations – they need to uncover which growth areas 
are suitable for their platform business model ambitions.  

To build this understanding, you’ll need to assess and 
analyse several aspects of new growth areas, including 
market size, needs, trends and competitors.  

So, our Growth Area Assessment tool will guide you 
through three areas: 

Consumers and producers – Outline potential platform user 
segments and what they’re looking for

The opportunity  – Assess the market potential, trends, 
competitors, technologies and economic environment

Organisational enablers  – Identify your organisation’s 
differentiators that will help seize the opportunity.

STEPS 

1. Define the consumers and producers by identifying: 

•  the typical consumers in the area and their needs 

• the typical producers in the area and their needs. 

2.  Define the opportunity of the growth area  
by identifying: 

•  market potential 

• market trends 

• competitors and platform players 

• technologies  

• economic environment.

3. Assess the strategic fit of the growth area with your 
organisation by identifying: 

•  your relevant core assets 

• your relevant capabilities and those which you  
need to build 

• your relevant current initiatives 

• your relevant data  

• your strategic direction.
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WHO ARE YOUR CONSUMERS AND PRODUCERS? 

Who are the typical consumers in this growth area, 
and what are their most important needs?

HOW BIG IS THE OPPORTUNITY IN THIS GROWTH AREA? 

WHAT ARE YOUR ORGANISATIONAL ENABLERS? 

TYPICAL CONSUMERS AND THEIR NEEDS TYPICAL PRODUCERS AND THEIR NEEDS 

Who are the typical producers in this growth area, 
and what are their most important needs?

MARKET POTENTIAL  TRENDS COMPETITORS  TECHNOLOGIES ECONOMIC ENVIRONMENT 

CORE ASSETS CAPABILITIES CURRENT INITIATIVES  UNIQUE DATA  STRATEGIC DIRECTION FIT 

What’s the potential market size of the 
growth area?

What market or people trends do you see 
in this growth area? 

Are there any competitors active in this space? 
(big-tech, large corporations, scale-ups.) 

What new technologies are important 
in this growth area, and which ones can 
substantially disrupt the area?

What are the macroeconomic trends? 
e.g. GDP growth, retail sales, fiscal support

Which of your core assets can you use to build 
your platform business in this growth area? 
(e.g. payment engine, AI algorithms,
 partnership network)

What capabilities do you have that could 
accelerate or support your platform opportunities 
in this growth area? (e.g. data centre, data 
scientists, partnership managers, API platform, 
customer data platform)

Do you already have initiatives or businesses 
active in this area? How can you use them?

What unique datasets do you have that 
can strengthen your competitive position 
in this growth area? (e.g. customer payment 
data, personal health data)

How does this growth area contribute to your 
business or innovation strategy? (e.g. ability to 
sell core products, good fit with the brand, 
contributes to certain business objectives)

STRATEGISE: GROWTH AREA ASSESSMENT TOOL
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OVERVIEW

By identifying all the actors that operate in or influence the 
platform ecosystem in your growth areas, it’s possible to 
reveal new opportunities. You can then define your role in 
the ecosystem to understand the potential for building a 
platform business.  

So, our Platform Ecosystem tool will guide you through 
three steps: 

Who  – Identify who’s already part of the ecosystem 

 What  – Describe the current role of each participant

 Why  – Define why players are part of this ecosystem.

STEPS 

1. Who 

Describe the key participants in your ecosystem. There are 
four predefined categories of participants in the ecosystem: 

• consumers 

• producers 

• partners 

• authorities.

2. What

Describe the key activities of each participant in the 
ecosystem. Think about service or sales activities and how 
they relate to your growth area.

3. Why

Define the motivations of the participants in the ecosystem. 
Why do they exist? What problem are they trying to solve?

Time: 60 minutes

Participants: 3–6 people

Material: Post-it notes, markers

PLATFORM ECOSYSTEM TOOL 
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PLATFORM ECOSYSTEM MAP

Identify all the important 
participants that are part of 
the ecosystem within your 
growth area. By analysing 
the ecosystem, you can 
determine your position and 
identify new opportunities. 

QUESTIONS TO ASK:

Who are the key participants 
in the ecosystem? 

What are they doing? 

Why are they involved?

AUTHORITIES
Regulators, municipalities, etc.  

PARTNERS
Potential partners of your platform 

that can deliver essential capabilities

PRODUCERS
Potential producers for your platform  

CONSUMERS 
Potential consumers of the platform 

GROWTH 
AREA

1. 
W

H
O

  
  

  
  

  
  

  
  

                                                                   2. W
H

AT

3. WHY

AUTHORITIES

PARTNERS 

PRODUCERS 

CONSUMERS 

STRATEGISE: PLATFORM ECOSYSTEM TOOL 
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OVERVIEW

To make a successful platform play, you need to identify 
opportunities that focus on the consumers and producers. 
To do that, our Platform Opportunity tool helps you define 
opportunities based on three criteria: 

Who you’ll target – Your platform producer and  
consumer segments 

What you could offer – Your platform services, as well  
as transactions and matchmaking tools 

The data you’ll leverage – The data created and added 
through platform utilisation.

STEPS 

1. Use the insights from your ecosystem tool to explore 
which consumer and producer segments your platform 
will target. 

2. Define which platform services you could provide 
for each segment and start to identify potential 
matchmaking services or tools that would  
improve interactions. 

3. Identify the data points you might be able to collect 
from each service. 

Time: 30 minutes

Participants: 3–6 people

Material: Post-it notes, markers

PLATFORM OPPORTUNITY TOOL 
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1. WHO ARE YOUR PLATFORM'S TARGET AUDIENCES?

2. WHAT ARE YOUR POTENTIAL PLATFORM SERVICES?

3. WHAT DATA WILL YOU GATHER? 

PO
TE

N
TI

A
L 

CO
N

SU
M

ER
 S

EG
M

EN
T PO

TEN
TIA

L PR
O

D
U

CER
  SEG

M
EN

T 

Who are your target consumers?
e.g. Spotify: people who listen to music 

Who are your target producers? 
e.g. Spotify: music producers and labels 

What services or tools could you provide to this 
consumer segment to create engagement?
e.g. Spotify: stream curated playlists and new music anywhere, on any device

What matchmaking tools and services will 
you provide?
e.g. Spotify: connecting listeners to artists and record labels 
through curated playlists

What services or tools could you provide to this 
producer segment to create engagement?
e.g. Spotify: access to a large audience and data on who’s listening

What data do consumers generate 
when using your platform services?
e.g. Spotify: listens, skips, length of engagement 

What data insights can you gather 
from the matchmaking services?
e.g. Spotify: which segments are interested in which music genre 

What data do producers generate when 
using your platform services?  
e.g. Spotify: music types, benchmark on the music and podcast industry 

STRATEGISE: PLATFORM OPPORTUNITY TOOL
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INNOVATE



Failure and invention are inseparable twins. 
To invent you have to experiment, and if you 

know in advance that it’s going to work,  
it’s not an experiment

Jeff Bezos 
CEO and President of Amazon

 23
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WHY

The secret to innovation is simple: validate assumptions 
through fast and focused experiments to create awesome 
services and products users truly desire.  

Big technology firms like Amazon, Facebook and Google 
understand this principle well. They’re running thousands of 
experiments a day to test new ideas and see how they can 
enhance value for producers and consumers. Conducting 
10,000 experiments trumps 10,000 hours of practice in 
driving innovation. 

Amazon, for example, field-tests innovations, such as 
Amazon Fresh and Amazon Go, in a few locations first, 
only scaling after learning about their performance and 
addressing all issues. 

WHAT

In this chapter, we’ll explain how to iteratively build and 
validate platform solutions by going through three platform 
innovation phases:

Platform problem fit

Validate the problems of key platform players and explore 
the potential to solve them.

Platform solution fit  

Validate your key platform services, control point, 
infrastructure and business model by running experiments 
with your potential producers, partners and consumers. 

Platform market fit 

Before scaling your platform, you need to build and test  
a minimum viable product (MVP) in one or two markets  
to validate scalability and network effects.

HOW

Exercises

1. Define your platform value proposition and USP

2. Identify how to create value from your platform

3. Experiment and test your platform MVP

Outputs 

• Defined platform value proposition and  
core interaction 

• Defined platform business model 

• Defined and tested platform MVP

INNOVATE: INTRODUCTION 
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 PLATFORM  
PROBLEM FIT

Validate the unmet needs of consumers and producers, 
and the frictions in the interactions between them.

• Map the consumer and producer journeys to  
understand the value they create and identify  
any interaction frictions.

• Identify the core interaction you want to fix. 

• Define your platform value proposition.

PLATFORM  
SOLUTION FIT

Define and validate platform solutions that generates  
long-term value creation.

• Define which services your platform could offer  
to consumers and producers based on the  
core interaction. 

• Create differentiation in the market by developing 
powerful control points .

• Design your initial platform business model.

PLATFORM  
MARKET FIT

Define and validate your platform market potential. 

• Define which capabilities will let you exponentially  
scale your platform .

• Decide how you’ll select platform players who  
will create network effects. 

• Test and validate the key hypotheses of your  
platform proposition.

INNOVATE PHASES 

INNOVATE: INTRODUCTION
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WHY

When you validate the unmet needs of the ecosystem 
players and the issues with the interactions between them, 
you can make a strategic decision about which platform 
value propositions are worth pursuing for your organisation.

WHAT

To validate the platform problem fit, you need to answer 
three questions:  

What are the journeys and interaction frictions  
of your consumers and producers? 

Define the journeys of the consumers and producers within 
your ecosystem. And identify key frictions in the journey 
that you could solve. 

Which interaction friction is worth solving  
for your organisation?  

Understand the value you could create by solving the 
interaction frictions and outline the capabilities it would take 
to deliver the solution. 

What is your platform value proposition? 

Define a clear platform value proposition that articulates the 
benefits of using the platform for consumers and producers.

HOW

Exercises 

1. Validate the current journeys of consumers and 
producers in the ecosystem 

2. Identify your platform’s core interaction that will solve an 
existing issue within the ecosystem  

3. Sketch your platform value proposition

Outputs 

• Validated journeys of your targeted players 

• A clearly identified core interaction for your platform 

• Your platform value proposition

PHASE 1: PLATFORM PROBLEM FIT 
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PLATFORM PROBLEM FIT TOOLS  

 CONSUMER AND 
PRODUCER JOURNEY 
TOOL

Understand what interactions between your consumers 
and producers are currently causing problems. 

• Identify problematic touchpoints between your 
consumers and producers

• Define the value and data they’re exchanging  
at each friction point 

• Decide which friction point would be valuable  
to solve.

CORE  
INTERACTION  
TOOL

Identify how your platform could fix the  
interaction friction. 

• What value will your platform users produce  
and consume? 

• What’s the core interaction between your platform’s 
consumers and producers?

• How will you make sure your platform creates  
unique value?

PLATFORM VALUE 
PROPOSITION TOOL 

Define a clear platform value proposition that  
articulates the benefits of using the platform for 
consumers and producers.

• What impact are you aiming to make with  
your platform?

• What are the platform value propositions for  
consumers and producers? 

• What are the reasons why your consumers and 
producers should believe in your platform?

PLATFORM PROBLEM FIT TOOLS 
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Time: 60 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers

CONSUMER AND PRODUCER  
JOURNEY TOOL   

OVERVIEW

To identify how to succeed with your platform opportunity, 
it’s key to first understand the current journey of the 
consumers and producers. 

So, our Consumer and Producer Journey tool guides you 
through mapping their journeys and finding interaction 
frictions by looking at five areas: 

• consumer or producer activities 

• consumers’ and producers’ emotional states 

• the touchpoint between consumers  
and producers 

• the data consumers and producers exchange 

• the opportunity for your platform  
to improve the interaction.

STEPS 

1. Define the key steps in the journey you want  
to focus on  

For instance, if you’re working on a housing opportunity, 
it might be interesting for you to deep dive into your 
segment’s moving steps – research, decide, move, live. 

2. List the activities consumers or producers  
will undertake  

List as many activities as possible to empathise with your 
consumers or producers. 

In the housing example, this could include looking for home 
options online or asking friends for recommendations.  

3. Describe the pains and gains of your consumers  
and producers 

For each step and activity, think about what the  
consumer or producer is feeling and what needs they  
have that are unfulfilled.

4. Identify the touchpoints between the consumers  
and producers 

Visualise when the two segments are in contact to explore 
how your platform can best support the interaction.

5. Identify the data exchanged in each step 

What data are the consumers and producers sharing  
to reach their goal, and is it valuable to you?

6. Identify potential platform opportunities in the journey 

Outline your potential platform services and tools that could 
improve the journey for both consumers and producers.
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2. PRODUCER PROFILE
  AND JOURNEY

MAP THE JOURNEY OF BOTH YOUR 
CONSUMERS AND PRODUCERS

1. CONSUMER PROFILE 
 AND JOURNEY

STEPS

CONSUMER OR 
PRODUCER
ACTIVITIES
What activities 
happen in this step? 

PAINS AND GAINS 
Describe how the 
consumer or producer 
feels and their 
unmet needs.

TOUCHPOINT
When do the 
consumer and 
producer contact 
each other?

DATA EXCHANGED
What’s the data 
provided and received 
by both parties?

PLATFORM 
OPPORTUNITY
Is there a platform 
opportunity to 
support this step? 

*You can use this poster for both players by using di
erent     
  colour post-it notes or by printing it once for each player

Housing example: 
search for a new house

Housing example: 
consumers are searching online 
for houses

Housing example: 
consumer is stressed about 
the prices, which are higher 
than expected

Housing example: 
consumer contacts an agency 
to share their housing criteria 

Housing example: 
consumer shares their ideal 
housing budget, location, 
number of rooms etc. 

Housing example: 
a system for consumers 
to fill in their preferred 
housing criteria and share 
it with multiple agencies

INNOVATE: CONSUMER AND PRODUCER JOURNEY TOOL
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Time: 45 minutes

Participants: 3–4 people

Material: Poster, Post-it notes, markers

CORE INTERACTION TOOL   

OVERVIEW

The core interaction is a set of actions you need producers 
and consumers to engage in repeatedly to derive value from 
your platform. All actions in the core interaction fall into one 
of three buckets: 

Creation – A producer creates value

Consumption – A consumer consumes value

Curation – A curator encourages good quality and quantity 
of value creation, and ensures the right consumers  
consume it.

STEPS 

1. Define the consumer and producer needs and 
interaction frictions 

Use your completed Platform Opportunity tool and 
Consumer and Producer Journey tool to detail the needs 
and interaction frictions of consumers and producers.  

2. Identify your platform’s core value and core interaction 

Your platform might have multiple value units and 
interactions, but there will be one that’s core to it. YouTube, 
for example, isn’t a place to create and consume comments, 
but a place to create and consume videos.

3. Define how you’ll curate the interactions and value

Identify how you’ll ensure the quality of the value by 
defining the curation. And identify your platform’s benefits 
for consumers and producers.



 31

PA Knowledge Limited 2020. All rights reserved.
No part of this documentation may be reproduced, stored in a retrieval system,
or transmitted in any form or by any means, electronic, mechanical, photocopying 
or otherwise without the written permission of PA Consulting Group.

CONSUMER NEEDS 

What are the consumers’ unmet needs? 
e.g. a wide variety of housing that meets their criteria

CONSUMER INTERACTION FRICTIONS

HOW WILL YOUR PLATFORM EASE THE 
FRICTION FOR CONSUMERS?

What interaction frictions exist for consumers 
contacting producers?
e.g. the need to contact multiple estate agents individually

What are the benefits for consumers who use 
your platform?
e.g. a single portal to contact a range of estate agents

PLATFORM CORE INTERACTION

What are the producers’ unmet needs?
e.g. access to large set of prospects 

PRODUCER INTERACTION FRICTIONS

What are the benefits for the producers who use 
your platform?
e.g. they'll have access to a much wider audience of consumers

PLATFORM CURATION

What interaction frictions exist for producers 
contacting consumers?
e.g. seen as adding little value to the process

PRODUCER NEEDS 

What’s the core value produced and consumed 
on your platform?
e.g. YouTube is a platform for the hosting (production) and viewing 
(consumption) of videos

What’s the core interaction between your 
producer and consumer?
e.g. YouTube: allows consumers to watch and rate videos from producers

HOW WILL YOUR PLATFORM EASE 
THE FRICTION FOR PRODUCERS?

How will you ensure the quality of the value delivered 
to producers and consumers?
e.g. YouTube meaningfully categorises videos and ranks them based on consumer 
votes, promoting high-quality content

INNOVATE: CORE INTERACTION TOOL
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OVERVIEW

Defining the mission and value proposition of your platform 
lets you understand its strategic position and unique selling 
points for consumers and producers. 

So, our Platform Value Proposition tool helps you define 
three areas: 

The platform mission  – What are you trying to achieve with 
your platform? And how is your platform linked to your 
company mission? 

The consumer and producer value proposition  –  
What makes this platform unique for consumers  
and producers? 

The ‘reasons to believe’ for consumers and producers  – 
What are the benefits for consumers and producers?

STEPS 

1. Start by defining the overarching platform mission by 
answering three questions: 

• Why do you do what you do? 

• Who do you serve? 

• What image do you want to project? 

Example: Uber’s platform mission is “We ignite opportunity 
by setting the world in motion.” 

2.  Define the platform value proposition for both 
consumers and producers by answering two questions: 

• What would convince consumers to start using  
your platform? 

• What would convince producers to join  
your platform? 

Example: Uber’s value proposition for consumers is “Reliable 
rides in minutes.” For producers, it’s “Make money on  
your schedule.” 

3.  Identify the key benefits your platform offers to 
consumers and producers by answering two questions: 

• What are the ‘reasons to believe’ for consumers? 

• What are the ‘reasons to believe’ for producers? 

Example: One of Uber’s key benefits for consumers  
is “Abundant choice.” For producers, it’s “Safety,  
no unpaid fares.”

Time: 50 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers

PLATFORM VALUE PROPOSITION TOOL  
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PLATFORM MISSION 

What impact are you aiming to make with your platform?
e.g. Uber’s platform mission is: “We ignite opportunity by setting the world in motion.” 

CONSUMER PLATFORM VALUE PROPOSITION PRODUCER PLATFORM VALUE PROPOSITION 

What’s the unique value proposition of your platform for consumers?
e.g. Uber’s value proposition for riders is: “Reliable rides in minutes” 

What’s the unique value proposition of your platform for producers? 
e.g. Uber’s value proposition for drivers is: “Make money on your schedule” 

CONSUMER KEY REASONS TO BELIEVE PRODUCER KEY REASONS TO BELIEVE 

e.g. Uber riders: “Transparent pricing” e.g. Uber drivers: “Large curated market ”

INNOVATE: PLATFORM VALUE PROPOSITION TOOL
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WHY

When you define and validate platforms that solve 
interaction frictions, you increase the chance of building 
solutions that deliver value and growth.  

To validate your platform solution, you need a clear 
understanding of who you’ll create value for, how you’ll 
deliver your services through your platform and which 
business model you’ll rely on. 

WHAT

To define a platform that solves interaction frictions, you 
need to answer three questions: 

What services do you want to offer within your platform?  

In addition to your core interaction, you need to identify 
services that will support your value proposition, enable 
interactions between various participants and create value. 

What’s your platform data control point?  

Every platform has a strong data control point that 
maintains the platform owner’s position. For Airbnb for 
example, this is the trust their ranking system creates. 

What’s the business model behind your platform? 

To deliver all your platform services and maintain your 
control point, you need to define a suitable platform 
business model.

HOW

Exercises 

1. Define and test which services your platform could 
offer to consumers and producers based on the core 
interaction and value proposition 

2. Define the data you can access, gather and create to 
build your data control point 

3. Design a platform business model that supports your 
value proposition, services and data control point

Outputs 

• Validated platform services 

• A defined platform control point  

• A defined business model

PHASE 2: PLATFORM SOLUTION FIT  
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PLATFORM SOLUTION FIT TOOLS  

 PLATFORM  
SERVICES TOOL

Define which additional services your platform could offer 
to consumers and producers based on the core interaction.

• Which services will respond to the platform  
players’ needs? 

• How will you deliver on your ‘reasons to believe’?

DATA CONTROL 
POINT TOOL

Differentiate your platform in the market by developing  
a powerful control point.

• What’s the unique combination of data needed to  
create a powerful control point that provides  
sustainable differentiation? 

• How will you acquire data to create a powerful dataset?

PLATFORM BUSINESS 
MODEL TOOL 

Design your initial platform business model. 

• Who are the consumers and producers, and  
what are their needs? 

• Which services will your platform provide? 

• What control point will you focus on? 

• What value does your platform create?

• How will you monetise your platform? 

PLATFORM SOLUTION FIT TOOLS 
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OVERVIEW

To deliver on your mission (which you defined in the 
Platform Value Proposition tool), you need to ensure your 
platform offers the right services to both your consumers 
and producers.  

To support you with this, our Platform Services tool guides 
you to define: 

• your platform services based on your consumers’ and 
producers’ needs, pain points and assets 

• which matchmaking process you could put in place to 
connect the platform users 

• potential partners who could support you in delivering 
your platform’s tools and services.

STEPS 

1. Define your platform value proposition statement 

Summarise your platform value proposition in  
a single sentence. 

2. Explain your platform consumers’ and producers’ 
needs, pains and core assets 

Consolidate the main needs and pains of your consumers 
and producers. And identify their core assets and what value 
they bring to your platform.

3. Define your platform services 

Outline the services and tools you’ll provide to your 
consumers and producers, how these will answer the key  
needs and pain points, and how you’ll connect your users.

4. Identify potential partners 

List third-party partners who could support you in delivering 
qualitative services and tools.

PLATFORM SERVICES TOOL   
Time: 45 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers 
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PLATFORM VALUE PROPOSITION STATEMENT

Use your Value Proposition tool (page 33)

PLATFORM CONSUMERS PLATFORM BUSINESS PLATFORM PRODUCERS 

Consumer needs 
Use your Platform Consumer and Producer Journey tool (page 29)

Consumer pains  
Use your Platform Consumer and Producer Journey tool (page 29)

Consumer assets   
e.g. Spotify: consumers spend money on the service and share their data

Consumer 
services   
Use your Platform 
Consumer and Producer 
Journey tool (page 29)

Matchmaking 
process    
e.g. Spotify o�ers 
personalised 
recommendations 

Producer  
services    
Use your Platform 
Consumer and Producer 
Journey tool (page 29) 

Producer needs 
Use your Platform Consumer and Producer Journey tool (page 29) 

Producer pains  
Use your Platform Consumer and Producer Journey tool (page 29)

Producer assets   
e.g. Spotify: producers create valuable content 

Partners and their roles    
e.g. Spotify: record labels, social media, musicians, rights holders

PARTNERS 

INNOVATE: PLATFORM SERVICES TOOL 
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OVERVIEW

Your data control point enables you to control the 
ecosystem. It’s key to understanding how you’ll maintain 
your position in the ecosystem after you launch  
your platform.  

Our Data Control Point tool explores six areas of your 
control point strategy: 

• the necessary data 

• your owned data 

• the data your platform will produce 

• third-party data you can use 

• open data you can use 

• the combination of data that gives you control.

STEPS 

1. Define the data you need  

Delivering on your promise and successfully offering  
the services within your platform will require data.  
So, define what data you need to be able to offer your 
planned services.

2. Outline the data you already own as an organisation  

Use your Platform Growth Area Assessment tool to expand 
on the unique data you currently have and the insights you 
could extract from it. 

3. Define the data you’ll produce through your platform 

Use your Consumer and Producer Journey tool to explain 
the data exchanged through your platform and what  
data your consumers and producers create when using  
the platform.

4. Identify any third-party data you’ll use 

Use the partners you defined on your Platform Services tool 
to get inspiration. 

5. Identify any open data you could use  

Look for open source data that would be useful to your 
platform and explain how you would use it. 

6. Define your unique platform data control point 

With an overview of all the different data sources available, 
you can define which combination makes your platform 
unique by thinking about: 

• what you own that makes you unique 

• why consumers and producers will keep using your 
platform rather than connecting independently.

Time: 30 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers 

DATA CONTROL POINT TOOL  
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DATA NEEDED DATA OWNED DATA PRODUCED 

What data do you need to run your platform business? 
Use your Platform Services tool (page 37)

What data does your platform produce?
Use your Platform Services tool (page 37)

What data does your organisation already own?
Use your Platform Growth Area Assessment tool (page 17)

THIRD-PARTY DATA OPEN DATA DATA CONTROL POINT 

What additional data could you gather from 
third-parties? 
Use your Platform Services tool (page 37)

What’s your unique combination of data that makes 
your platform unique and creates loyalty?
e.g. Fitbit: personal data that would be lost when switching

What open source data can you use?
e.g. Fitbit: weather forecast, Google Maps

INNOVATE: DATA CONTROL POINT TOOL
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OVERVIEW

Our Platform Business Model tool will give you a 
comprehensive overview of key drivers by helping  
you define six key areas: 

Platform owner  – The orchestrator of the platform and 
enabler of interactions on the platform

Platform consumers  – Ecosystem participants that consume 
value on the platform

Platform producers  – Participants that create value on  
the platform

Platform partners  – Participants that can help deliver the 
core of the platform

Platform revenue streams  – The monetisation models the 
platform uses to capture value 

Platform cost structure  – The costs of developing and 
maintaining the platform.

STEPS 

1. Start by defining your platform consumers by 
answering three questions: 

• Who are your consumer segments?  

• What needs does your platform address? 

• What is your platform value proposition  
for consumers? 

2. Then define your platform producers by answering 
three questions: 

• Who are your producer segments? 

• What needs does your platform address? 

• What is your platform value proposition  
for producers?  

3. Next, define the platform owner by answering  
five questions: 

• Who is the platform owner? 

• What is your data control point?  

• What services or tools are you offering  
to consumers? 

• Which services or tools are you offering  
to producers? 

• What’s the core interaction on the platform  
for consumers and producers?

4. Define the most important partners for the platform by 
answering three questions: 

• Who are the partners? (e.g. Google Maps is a key 
partner of Uber) 

• What’s their role on the platform?  

• What value do they create? 

5. Define how the platform creates value by answering 
two questions: 

• Will you charge consumers a fee?  
(e.g. a subscription fee) 

• Will you charge producers a fee? (e.g. a percentage 
of purchases) 

6. Define the cost structure by answering two questions: 

• What are the costs of launching the platform? 

• What are the costs of maintaining the platform? 

7.  Finally, define the resources needed by answering  
one question: 

• What are the core resources you need to invest in  
to develop and grow your platform?

Time: 45 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers 

PLATFORM BUSINESS MODEL TOOL  
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PLATFORM CONSUMERS  PLATFORM OWNER PLATFORM PRODUCERS  

What’s your platform value proposition for consumers?
Use your Platform Value Proposition tool (page 33) 

What’s your platform value proposition for producers? 
Use your Platform Value Proposition tool (page 33) 

Who is the platform owner?  

RESOURCES NEEDED 

What resources are required to run your platform business?  
e.g. Spotify: partner management, data scientists, developers, scalable cloud services, service centre

Who are your 
consumer segments?
Use your Platform Opportunity tool 
(page 21) 

Which channels would you 
use to target them?
e.g. Spotify: social media, website, 
social events

What’s your data control point? 
Use your Data Control Point tool (page 39) 

Which channels would 
you use to target them?
e.g. Spotify: social media, website, 
record labels

Who are your 
producer segments?
Use your Platform Opportunity tool 
(page 21)

PLATFORM REVENUE STREAMS PLATFORM PARTNERS PLATFORM COST STRUCTURE 

What services 
or tools are you 
o�ering to 
consumers? 
Use your Platform 
Services tool (page 37) 

What’s the core 
interaction on 
the platform for 
consumers and 
producers? 
Use your Platform Core 
Interaction tool (page 31)

What services or 
tools are you 
o�ering to 
producers?
Use your Platform 
Services tool (page 37)

What are the revenue streams of the platform?  
e.g. Spotify: subscription fees, advertising fees 

Who are the potential partners for your platform and 
what are their roles?   
Use your Platform Services tool (page 37) 

What are the costs of launching and maintaining 
your platform?
e.g. Spotify: advertising fees, salaries, platform development,
IT cloud services, customer services, etc. 

INNOVATE: PLATFORM BUSINESS MODEL TOOL
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WHY

You need to ensure your platform fits the market well 
enough to create a critical mass of users that will generate 
the network effects that drive platform performance. 

To validate the potential of your platform, you need to  
build and test a minimum viable product (MVP) of your 
platform solution.

WHAT

To build and validate your platform, you need to answer 
three questions: 

What organisational capabilities will help you build  
your platform? 

Define which capabilities you already have and which you 
need to develop to build and scale your platform. 

Which platform segment will you target first? 

Every platform owner has the same ‘chicken and egg’ 
issue about whether to first focus on attracting consumers 
or producers. You need to start somewhere to begin 
organically attracting more consumers and producers  
– which you choose will depend on your organisation  
and platform. 

How will you quickly test and validate your platform 
market potential? 

All platform MVPs need to be tested on three levels: 
desirability (do people want it?), feasibility (can we deliver 
it?) and viability (are people ready to pay for it?).

HOW

Exercises 

1. Define the capabilities you require to deliver on your 
platform business model and assess how to fill any gaps 

2. Identify which platform segment to convince to join your 
platform first 

3. Test and validate your platform MVP potential

Outputs 

• Platform capability roadmap 

• Platform segment prioritisation and acquisition strategy 

• Validated platform MVP

PHASE 3: PLATFORM MARKET FIT 
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PLATFORM MARKET FIT TOOLS  

 PLATFORM 
CAPABILITIES  
TOOL

Define which capabilities you already have and which you 
need to develop to build and scale your platform. 

• Which capabilities do you need to successfully 
launch your platform? Think about algorithms, cloud 
technology, facilities, data skills and resources. 

• Develop a capability roadmap to bring your organisation 
to the level required.

PLATFORM SEGMENT 
PRIORITISATION 
TOOL

Which came first, the chicken or the egg? You need to 
answer a similar question for your platform – whether to 
focus on attracting consumers or producers first.

• How will you ensure there are enough consumers and 
producers on the platform? 

• How and where will you find them?

PLATFORM MINIMUM 
VIABLE PRODUCT 
(MVP) TOOL 

Test and validate the key hypotheses of your platform 
proposition across desirability, feasibility and viability. 

• Which hypotheses do you need to validate before 
developing your platform? 

• How will you act on the insights gained?

PLATFORM MARKET FIT TOOLS 



44 PLATFORM GROWTH  PLAYBOOK

OVERVIEW

With a platform business model in mind, you need to assess 
which capabilities your organisation currently has and which 
you need to develop to successfully launch your platform. 

To do this, our Platform Capabilities tool takes you through 
three areas: 

People and skills  – What resources do you currently have 
for the launch of your platform? 

Data flow  – How do you gather and analyse data?  
How will that have to change for the platform? 

System  – What system do you currently use to support the 
data flow? How different should it be for the platform?

STEPS 

1. Assess your current people, skills, data flow  
and systems 

Use your Platform Opportunity tool as a starting point to 
outline the capabilities you already have that will support 
the launch of your platform. Then outline how you currently 
gather and analyse data and what systems are in place to 
support that. 

2. Define the capabilities you need to successfully launch 
and run your platform solution 

Use your Platform Business Model tool as the foundation 
to outline the people and skills you’ll need to support your 
platform. Think about the data flow you’ll need to deliver your 
platform services and what systems will enable that flow.

3. Identify the capability gap  

Detail the people and skills you’re missing and how you can 
fill that gap, how you can adapt your data flow and what 
systems you need to update.

Time: 60 minutes

Participants: 3–6 people (IT and data)

Material: Poster, Post-it notes, markers 

PLATFORM CAPABILITIES TOOL  
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PLATFORM CAPABILITIES  

CURRENT SITUATION 
What capabilities does your 
organisation currently have?

FUTURE STATE 
What capabilities would you need to 
successfully run your platform?

CAPABILITY GAP 
What capabilities are you 
currently missing?

PEOPLE AND SKILLS DATA FLOW SYSTEM 

e.g. IT team: 
• IT Ops 
• Dev. Ops 
• Info. Security 
• Infrastructure/support

e.g. daily data transfer e.g. data collection tool, data warehouse, etc.

Use your Platform Business Model tool (page 41)

e.g. data scientists, platform partner management, 
cloud experts

e.g. real-time data collection and insights e.g. API gateway, cloud services

e.g. data engineer, architect, mobile developers e.g. manual data integration to simulate real-time behaviour e.g. cloud service for rapid development

INNOVATE: PLATFORM CAPABILITIES TOOL
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OVERVIEW

Launching a platform requires a clear strategy on how you’ll 
recruit platform users. Your platform will match producers 
with consumers, but which segment should you target first? 

Our Platform Segment Prioritisation tool will help you 
decide which segment is most important for you to  
convince first and define how to attract other platform 
participants effectively.

STEPS 

1. Define which platform segment to start with 

Consider what’s essential to the launch of your platform 
and who it’s feasible, viable and desirable to convince first. 
For example, Spotify needed to agree potential music 
partnerships with labels and music producers before 
engaging with potential consumers. 

2. Define how to target each platform user 

Expand on the channels you listed in your Platform Business 
Model tool to assess which will best reach your target users. 

3. Define how you’ll convince each platform participant 

Think about what trigger would convince producers and 
consumers to join your platform.

Time: 45 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers 

PLATFORM SEGMENT PRIORITISATION  
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PLATFORM BUSINESS PLATFORM CONSUMERS PLATFORM PRODUCERS PLATFORM PARTNERS 

WHO FIRST? 
Which segment do you need to get 
onto your platform first and why?

CATCH THEM IF YOU CAN 
Where can you start recruiting them?

CONVINCE THEM 
How will you convince them to join?

e.g. Spotify: target listeners after content is available e.g. Spotify: target music producers first to create content e.g. Spotify: target payment partners to launch and partner 
with labels and social media

e.g. Spotify: target them with a freemium approach e.g. Spotify: target them with a community and 
audience insights

e.g. Spotify: show audience reach potential

e.g. Spotify: free month of premium service e.g. Spotify: track your audience for free behavioural insights e.g. Spotify: talk with other partners that act as ambassadors

INNOVATE: PLATFORM SEGMENT PRIORITISATION TOOL
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OVERVIEW

The Platform MVP tool structures a valuable testing 
programme to understand how your platform would 
perform in the market.  

By building and testing a platform MVP, you’ll be able to 
quickly validate key hypotheses about your platform’s 
desirability, feasibility and viability. 

Desirability – Do people want it? 

Feasibility – Can your organisation actually develop and 
launch this platform? 

Viability – Who is ready to pay for it? And how much? 

STEPS 

1. Define key hypotheses about your platform’s 
desirability, feasibility and viability and decide how 
you’ll test them:

• What hypotheses do you need to test? 

• What experiments will let you quickly validate your 
platform hypotheses? 

• With whom will you test these hypotheses? 

Example: If I show 20 potential consumers my platform 
prototype, 80 per cent will understand its services and value 
proposition within the first two minutes. 

2. Define the metrics for the hypotheses:  

• How do you measure the results of the experiment?   

• What would determine the success or failure?   

• What data should you collect?  

Example: Of 1,000 web page views, at least 50 people will 
select the ‘Buy now’ button.

3. Track the results: 

• Record the metrics and behaviour of participants 
during your experiments to draw out new insights.

4. Act on the results: 

• Decide: Assess what needs to change based on the  
test results

•  Iterate: Build the next iteration of your services based  
on the test results

•  Pivot: Change the direction of your platform solution

• Stop: End anything that doesn’t work.

Time: 45 minutes

Participants: 3–6 people

Material: Poster, Post-it notes, markers 

PLATFORM MVP TOOL  
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HYPOTHESIS TO BE TESTED EXPERIMENT SUCCESS CRITERIA RESULTS ANALYSE AND DECIDE

e.g. consumers are our early adopters and 
need to be convinced before producers 
would consider joining the platform

e.g. prototype consumer and 
producer interview

e.g. at least 80% of consumers need to say 
they would join the platform in its current state

e.g. rewarding consumers would be enough
to convince them to recommend the platform 
to others

e.g. Facebook campaign o�ering rewards 
for recommendations  

e.g. at least 60% of the people who saw the 
Facebook ad recommended the product to 
a friend to get a reward 

e.g. our IT infrastructure can handle 90% 
of transactions on the platform 

e.g. we have enough data resources to 
run successfully 

e.g. run an IT test for one month with 
a platform MVP 

e.g. run a data test for one month with 
a platform MVP 

e.g. 90% of the transactions during the month 
were successful

e.g. 90% of the data insights on both producers 
and consumers were collected successfully 
throughout the month 

e.g. consumers are willing to pay (X) amount
to access (Y) service within the platform 

e.g. letter of intent 

e.g. smoke test with 404 error on 
payment page 

e.g. more than 70 per cent of people 
interviewed signed a letter of intent 

e.g. more than 60 per cent of the visitors have 
clicked and completed the payment form

e.g. consumers are willing to pay (X) amount
to access (Y) service within the platform 

INNOVATE: PLATFORM MVP TOOL
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GROW



There’s one particular characteristic of digital 
platforms that I think is especially relevant to 
being the bank of the future… They are open.
Ralph Hamers 
Ex-CEO ING 
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WHY

To successfully become a platform business, you need 
to prepare your organisation for scale and growth. Your 
platform requires a solid operating model that establishes 
the right capabilities and technical conditions to sustainably 
grow and build competitive advantage in the market. 

WHAT

To develop the right operational conditions for growth, you 
need to answer four questions: 

1. Which resources do you require to develop a solid 
platform operating model? 

Think about the required people skills, data strategy and 
open, scalable IT architecture, as well as an infrastructure 
that’s ready for collaboration with your ecosystem. 

2. How will you organise for change and develop a 
culture that can scale your platform business? 

Companies that are transforming into a platform business 
require a proactive change management approach to create 
the structure, culture and processes to grow.  

3. How will you design your organisation to develop  
your platform business without impacting your  
existing business? 

Converting from a traditional linear value chain business into 
multi-dimensional value networks and ecosystems requires 
the right organisational design. 

4. How will you scale your platform business and benefit 
from the network effects that drive significant value? 

Strengthen and grow your role in the ecosystem. Extend 
your services. And develop a roadmap to achieve your 
platform vision.

HOW

Exercises 

1. Define and build your platform operating model

2. Decide your data strategy to create a unique  
data control point that will strengthen your role in  
the ecosystem  

3. Build a powerful network effect approach to scale  
your platform

Outputs 

• Platform operating model blueprint 

• Platform data strategy framework 

• Platform network effects approach 

GROW: INTRODUCTION 
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 PLATFORM 
OPERATING  
MODEL TOOL

Define the key parameters of your platform  
operating model:

• What’s the best process, structure, culture etc.? 

• What resources do you have, and which do you need to 
develop, to build your platform business?  

• What strategy and approach will you take to develop the 
required resources?

PLATFORM  
DATA STRATEGY 
TOOL

Understand the potential of your data to create  
a unique control point: 

• What data goals do you want to achieve with your 
platform for your consumers and producers? 

• What capabilities do you need to develop to  
support your data strategy? 

• How will you scale your platform business through data?

GROWTH  
NETWORK  
EFFECTS TOOL

Define the key network effects that will drive exponential 
growth for your platform:

• What value does your platform add? 

• Who can be the advocates for your platform? 

• How will you improve your platform value over time?

GROW TOOLS 

GROW: INTRODUCTION

Platform capabilities  Platform Business ModelData control point 
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Time: 60 minutes

Participants: 3–4 people

Material: Post-it notes, markers

OVERVIEW

The Platform Operating Model tool provides an overview  
of the essential elements of a successful platform business. 
It focuses on three parts: 

Resources – The required skills, data, technology, 
infrastructure and facilities. 

Capabilities – The necessary processes, organisational 
structure, culture and metrics. 

Finances – The suitable funding mechanism. 

STEPS 

1. Using the outputs of the Platform Opportunity tool 
(page 20) and Platform Value Proposition tool (page 
32), fill in the left side of this tool to identify: 

• what resources you have and which you need to 
develop to build your platform business 

• a strategy and approach to develop the required 
additional resources. 

2. Identify what you require to create the right 
organisational environment for your platform by  
filling in the right side of the tool. This will help  
you understand: 

• what organisation design will give you the  
right processes, structures, culture and  
performance management 

• what strategy and approach you require to build  
a successful platform business. 

3. Define how to finance the new platform business  
by identifying: 

• what options are available for funding the  
platform business 

• whether you need external funding. 

Tip: List your requirements and don’t think of constraints. 
You’ll need to put these requirements in a roadmap for a 
phased approach to developing your platform strategy.

PLATFORM OPERATING MODEL TOOL 

Data control point 
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WHICH PLATFORM RESOURCES DO YOU NEED? HOW WILL YOU ORGANISE THE PLATFORM? 

WHAT SKILLS AND COMPETENCES DO YOU NEED? 

e.g. digital talent, data scientists, partnership management, ecosystem 
orchestrators

WHICH INTERNAL AND EXTERNAL DATA SOURCES DO YOU NEED?

e.g. Point of sale (POS) data, payments data, inventory data 

WHAT APPLICATIONS AND TECHNOLOGIES DO YOU NEED? 

e.g. cloud computing technology, customer data platform 

WHAT INFRASTRUCTURE AND FACILITIES DO YOU NEED? 

e.g. innovation lab, data centres, sales centres

WHAT ARE YOUR CORE PLATFORM PROCESSES? 

e.g. payments, matchmaking of producers and consumers 

WHAT ORGANISATION STRUCTURE IS MOST SUITABLE FOR YOUR PLATFORM? 

e.g. new business unit, joint venture, integrated in business units

WHAT CULTURE DO YOU NEED? 

e.g. leadership support to drive rapid experimentation 

WHAT ARE THE RELEVANT PERFORMANCE METRICS? 

e.g. time to market for launching new initiatives 

HOW WILL YOU FINANCE YOUR PLATFORM? 

FINANCE STRUCTURE 

e.g. central or local allocation, separate P&L, external funding 

GROW: PLATFORM OPERATING MODEL TOOL



56 PLATFORM GROWTH  PLAYBOOK

OVERVIEW

Understand the potential of your data and create a unique 
strategic control point to scale your platform business and 
develop an unprecedented ecosystem role.  

Our Platform Data Strategy tool guides you to a clear data 
strategy and objectives that maximise your internal data and 
explore external and open data sources. 

It focuses on four parts: 

Platform data ambition  – How will your data strategy  
help you achieve your platform vision? 

Data goals  – What do you want to achieve with  
your platform? 

Unique dataset  – What unique data does your platform 
offer and capture? 

Data capabilities  – What capabilities do you need to 
develop to support your data strategy?

STEPS 

1. Describe your platform vision and data ambition 

Outline what you want your data strategy to achieve. This 
should be a memorable one-liner that you can use to guide 
further growth.  

2. Define your data goals 

Identify what you want to achieve for your customers and 
producers with your platform. 

3. Understand what datasets can develop your  
data strategy 

Identify all the possible unique datasets (internal, external 
and open) that can strengthen your platform position.  

4. Define the data capabilities you need to develop  
to support your data strategy 

Use the Platform Operating Model tool (page 55) and 
extend the details. 

Time: 45 minutes

Participants: 3–4 people

Material: Post-it notes, markers

PLATFORM DATA STRATEGY TOOL  

Platform Business Model
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Describe your platform vision
A one-sentence statement describing the clear and inspirational long-term change you want to see your platform create

Describe the data capabilities you need to develop to support your data strategy 
e.g. data governance, data organisation, algorithm development, data science, API development

CONSUMER  PLATFORM PRODUCERS 

What data goals do you want to 
achieve for your consumers?
e.g. understand consumer behaviour to give value with personalised o�erings

What are the data goals you want 
to achieve with your platform?
e.g. create a unique dataset that acts as a control point, 
reduce customer acquisition and retention costs

What data goals do you want 
to achieve for your producers?
e.g. provide third-parties with data insights into a new customer base

INTERNAL DATA   EXTERNAL DATA OPEN DATA

What unique internal data does your platform o�er?
e.g. customer, product, financial, behavioural

What unique external data can you capture?  
e.g. data from collaboration partners, external data sources that 
you can purchase

What open data can you capture?  
e.g. data from open APIs, connections with government, open databases

Describe the data ambitions that will help you achieve your platform vision
e.g. create the most comprehensive consumer data profile to orchestrate the ecosystem

GROW: PLATFORM DATA STRATEGY TOOL
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OVERVIEW

A platform displays positive network effects when 
more usage of it increases its value for other users (and 
sometimes all users). To make your platform a success, you 
need to define and track your platform network effects. 

You’ll only achieve network effects after you reach a critical 
mass of users. So, it’s essential to have a good strategy for 
reaching that critical mass. 

Our Growth Network Effects tool will guide you through 
three steps to a robust strategy: 

1. Define the value added through your platform 

2. Track value creation through your platform 

3. Identify the potential advocates and how to  
incentivise them

STEPS 

1. Identify the value your platform adds

Use the outputs from the Platform Value Proposition tool 
and Platform Business Model tool. 

2. Define the value that producers and consumers create 

Look at the outputs of the Platform Data Strategy tool. 

3. Explain how you’ll keep creating value for consumers 
and producers

By creating additional value, you’ll have a higher chance of 
fidelity from your current users. 

4. Identify which producer and consumer segments  
have the potential to become advocates 

5. Define what would incentivise them to  
become advocates

6. Identify possible negative network effects and design 
preventative measures

Time: 45 minutes

Participants: 3–4 people

Material: Post-it notes, markers

GROWTH NETWORK EFFECTS TOOL  

Platform capabilities  
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PLATFORM BUSINESS  PLATFORM CONSUMERS PLATFORM PRODUCERS 

VALUE ADDED
What value will you add through your 
platform business?

VALUE CREATED
What value will consumers and producers 
create through your platform?

VALUE IMPROVEMENT
How will you keep improving value as consumers 
and producers continue to use your platform?

POTENTIAL ADVOCATE
Who would recommend new users to your platform?

ADVOCATE INCENTIVE
What would incentivise them to recommend 
your platform to their network?

PREVENT NEGATIVE NETWORK EFFECTS
How will you prevent negative network e�ects?

e.g. Spotify: accessibility, customisation, pricing, large song database

e.g. Spotify: insights into music and podcast preferences, listening behaviours 
and emotional state

e.g. Spotify: recommended playlist, personalised playlist

e.g. Spotify: active users who create their own playlists to share with 
family and friends

e.g. Spotify: get one month free when a friend subscribes thanks to you

e.g. Spotify: freemium and strong social media

e.g. Spotify: performance, access to relevant and broad range of consumers

e.g. Spotify: audio content creation

e.g. Spotify: music producers can promote new artists and songs through 
recommendation systems

e.g. Spotify: new artists or artists releasing new content when sharing it 
on social media

e.g. Spotify: create more relevant content and audience 

e.g. Spotify: verify each artist's profile and content 

GROW: GROWTH NETWORK EFFECTS TOOL 
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YOU SHOULD BUILD YOUR PLATFORM  
BUSINESS MODEL NOW 

Creating a platform business offers significantly more competitive advantage 
when you move first. Being first or fast to market will give you time to refine 
your strategies, learn more about your customers and begin extending  
your services systematically. So, be the company that sets the standard  
for your industry by creating the platform and ecosystem others join.  
If that’s not possible, explore how you can partner with or join a platform  
by solving problems others haven’t. Just remember to strategise, innovate 
and then grow.

HUGO RAAIJMAKERS

Platform and innovation expert

hugo.raaijmakers@paconsulting.com

BAS VAN ULZEN

Innovation strategist and platform expert

bas.van.ulzen@paconsulting.com

 

NATHALIE AJOUZ

Platform and innovation expert

nathalie.ajouz@paconsulting.com

JIM BARRETT

Growth and platforms expert

jim.barrett@paconsulting.com

JITEN KACHHELA

Digital expert

jiten.kachhela@paconsulting.com
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We believe in the power of ingenuity to build a 
positive human future.

As strategies, technologies and innovation collide 
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thinking and breakthrough use of technologies 
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