
PLATFORM 
BUSINESS MODELS



GROWTH POTENTIALS

TODAY‘S

TOP 4 
COMPANIES BY MARKET CAP 

ARE ALL PLATFORMS
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PLATFORM 
BUSINESS

The most successful 
businesses today 
operate with a 
platform model. 

The value of a 
platform grows 
exponentially with its 
network size.
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A PLATFORM IS
a business that uses technology 
and data to enable interactions 
between multiple participants.
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INTERACTION

VALUE CREATION 
& EXCHANGE

CONNECTION Value is created by means of connections.
The value chain is no longer the central aggregator of business value. 

Interactions are a set of actions that platform participants engage in 
repeatedly in order to derive value out of the platform.

Value creation and exchange happen through matching of platform participants 
(matching platform) or by mutual co-creation (maker platform).
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Abbott-Downing was a very successfully 
and lean managed company, and for 
over 80 years was the undisputed 
market leader for carriages. Still, they 
failed to enter the motorized truck 
business in time and lost to Ford’s 
Model T. By 1916 it was too late, and by 
1928 they were out of business.

Apple revolutionized the consumer 
electronics industry by being the first to 
create a digital mobile solution, the iPod. 
The market leader for portable music 
devices at that time, namely Sony with 
its Walkman, missed the first-mover 
advantage and its resulting benefits.

INDUSTRIALIZATION

TELECOMMUNICATIONSTHE NEXT 
BIG S-CURVE
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Digital technologies enable a new kind of 
value creation for businesses wherein 
interfaces are established to connect a 
broader ecosystem of participants. The 
bigger the network becomes, the more value 
is created through demand-side economies 
of scale. Whole industries are disrupted –
think of Airbnb as a valuable alternative to a 
hotel room, or choosing a flexible and cheap 
Uber ride instead of calling a taxi.

PLATFORM MODELS

PLATFORM BUSINESS MODELS 
WILL BE THE NEXT GROWTH 

ENABLER FOR YOUR BUSINESS

52% 
of Fortune 500 companies 

have disappeared in the 
past 15 years
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PLATFORMS ARE… … leveraging existing assets, e.g. customer relationships

… monetizing adjacent opportunities in the ecosystem

… focused on demand-side economies of scale

… putting you in the driver’s seat of your category

… start-ups only 

… cannibalizing the current business

… relying on classical economies of scale

… easy for competitors to imitatePLATFORMS ARE NOT…
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PLATFORM MODELS ALLOW INCUMBENTS TO GROW EXPONENTIALLY BY 
CAPTURING VALUE WITHIN THE ECOSYSTEM

Platforms benefit from being asset-light and can simultaneously drive 
their growth by using existing assets

Leveraging Existing Assets:

Tap into to successfully 
bring participants onto the 

platform

BRAND EQUITY 
Utilize to get up-and-running 

quickly with relevant 
processes and governance

INDUSTRY RELATIONSHIPS
Employ to understand the 

value drivers that will create 
network effects 

INDUSTRY KNOWLEDGE & IP
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STEP 1: PLATFORM OPPORTUNITIES
Identify trends and 
societal strains that 
have an impact on 
your industry

– Simplified –
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NOTES

11



Peer Producer
Individuals or quasi-individuals (e.g., 
small business owners) interested in 
providing value on the supply side of the 
ecosystem/ marketplace

Producer
Professional entity with whom there 
is a strategic agreement to create 
value and to collaborate with - i.e. 
the platform owner.

3rd Party Producer
Third party whose services can add 
value, and who may have a specific 
interest in platform success, but is 
not the main motivation for the 
interactions that sustain the platform.

Customer
Individuals/ entities interested in 
consuming, utilizing, and accessing 
the value that is created through, 
and on the platform.

Interactions (“Arrows”)
Benefits and values 
exchanged between 
players on the platform.

STEP 2: PARTICIPANTS & INTERACTIONS
Identify trends and societal strains that 
have an impact on your industry

– Simplified –
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NOTES
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ECONOMIC 
PERSPECTIVE

1

Platforms offer new ways 
of matching supply and 

demand, making it possible 
to serve new demand by 
accessing the long tail.

Multisided platforms 
provide physical or virtual 
spaces that connect 
multiple groups of 
participants.

PERSPECTIVES ON PLATFORMS 
ENRICH OUR DEFINITION4
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Spotify can make use of the long tail by hosting 
rather unknown bands for a small set of 

customers. This however, adds up to a big 
portion of revenue due to high customer 

margins. At the same time, the niche artists 
benefit by getting access to the massive user 

network and earning their first fees.

LEVERAGING THE LONG TAIL
#1 Music Streaming Platform: Spotify

Nu
mb

er 
of 
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sto
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rs

Revenue/ Customer

Long-Tail

Example: Totally unknown band 
achieves 79,000 streams/month
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Platforms are increasingly viable 
due to the ease and efficiency of 
coordinating between entities.

TECHNOLOGICAL 
PERSPECTIVE

2

S
Social

Social networks 
form the basis for 
connecting users 
and establishing 
user identities.

M
Mobile

Users can connect 
through mobile 

technology anytime, 
anywhere.

A
Analytics

Analytics generates 
customer insights 

which leads to more 
personalization.

C
Cloud

Clouds facilitate the 
global scalability of 
platforms allowing 
value exchange.
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The convenience in 
using OpenTable lies in 
their ability to quickly 
connect users with 
restaurants. 

Users can choose from 
available nearby spots 
and see restaurant 
ratings. 

Without Platform

Table available?








With Platform



Directly connect:

?
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The success of platforms 
made apparent that they tap 
into new growth models and 
grow exponentially through 
network effects.

STARTUP 
PERSPECTIVE

3
“IT makes building and scaling 

up platforms vastly simpler and 
cheaper, allows nearly frictionless 

participation that strengthens 
network effects, and enhances the 

ability to capture, analyze, and 
exchange huge amounts of data that 
increase the platform’s value to all.” 

S. P. CHOUDHARY | Co-Author
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David Sacks’ sketch illustrates Uber’s network effects 
of its two-sided network: more drivers mean more 

geographic coverage. The more the geographic 
coverage, the lesser the driver downtime, and hence 

lower prices for customers. This in turn leads to more 
demand, initiating the cycle again, and mutually 

reinforcing a spiral of value for all participants.
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Platforms bring a new form 
of value creation, where the 
platform creates value for the 
broader ecosystem, not just 
for the platform owner 

BUSINESS MODEL 
PERSPECTIVE

4

Besides focusing on value 
creation, companies should 

also attempt to capture some of 
the value which is created. 

Reinventing the business 
model to create profit from 

transactions and new 
monetization systems means 

more than just pricing. 
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SEED DATABASE

FARM 
MANAGEMENT 

SYSTEM

SEED OPTIMIZATION 
SYSTEM

FARM EQUIPMENT 
SYSTEM

IRRIGATION 
SYSTEM

WEATHER DATA 
SYSTEM

WEATHER FORECASTSWEATHER MAPS

WEATHER DATA 
APPLICATION

RAIN, HUMIDITY, 
TEMPERATURE SENSORS

IRRIGATION NODES

IRRIGATION APPLICATIONFIELD SENSORS

FARM PERFORMANCE DATABASE

SEED OPTIMIZATION APPLICATION

John Deere created an open data platform that allows the 
integration of third party services. This creates an intelligent 

farming ecosystem where farmers have access to an 
increasing number of services that digitize more and more 

aspects of agriculture. John Deere shifted its focus from 
selling tractors to data-based farming services.
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DOWNLOAD NOW FOR FREE:

PERSPECTIVE ON GERMAN AND SWISS COMPANIES.

Studies conducted by Vivaldi reveal that top managers are aware of the potential of 
platforms and digital transformation. However, their reactive attitude forms the largest 
obstacle to setting the right impulses that drive the company into an industry leader position.

Over

40%
of the German companies surveyed 
feel at risk of misspending on too 
many digitization activities. 20%

of the Swiss companies surveyed fulfill 
all five key criteria for the creation of 
successful platform business models.
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“The key to success for most brands is to shift the 
focus from channels and technologies to the 
human behavior and becoming customer 
obsessed both in strategy and execution.”

MAYUR GUPTA, Global VP of Growth and Marketing | SPOTIFY

WATCH THE VIDEO OF 
OUR NEW YORK 

PLATFORM EVENT
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PlatformCamp
2 days Sprint

5 days Business Case

GoToMarket

Month 1 Month 2 Month 3 Month 4 - 12Go/No-GoGo/No-Go Go/No-Go

RAPID PROTOTYPING  AND CUSTOMER FEEDBACK

OPPORTUNITIES

EVALUATING FEASIBILITY AND MONETIZATION POSSIBILITIES (PROFITABILITY)

SETTING UP THE BUSINESS AND TESTING MVP SOLUTION

24



FIND OUT MORE ABOUT OUR 
PLATFORM WORKSHOP APPROACH

“The workshop process really 
challenges us to leave many of our 
norms and pipeline values in terms of 
product development at the door and 
think much more holistically in terms 
of value proposition development.”

JAMES ALLEN
Senior Director, Global Strategy | PFIZER
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VIVALDI
PLATFORM BUSINESS

Residential  Platform
Connecting a broad range of residential service 
providers (janitor, dog walking etc.) to an app-

based digital platform and becoming the 
go-to-choice for any life matter 

around one’s home

Fintech  Platform
Creating a new service that 

allows people to jointly invest 
into a tangible asset

Insurance  Platform
Connecting insurance clients with 

experts and service providers 
to provide faster help

E-Mobility  Platform
Monetizing consumer demand by 
allowing B2B/B2A clients to offer 

electric charging 
solutions

Automotive  Platform
Extracting customer value along the 

full life cycle and delivering new 
services via providers in the 

broader ecosystem 

Packaging platform
Increasing sales volume by creating 

a B2B customer-need-focused 
service solution

HORECA platform 
Driving consumer demand for an innovative 

beverage solution by creating value for 
airline passengers, hotel guests and 

business travelers
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“All platforms start small… 
What I would recommend is to 
think: ‘How do I encourage an 
interaction and how do I add 
value? And if my company 
can’t do that on its own, who 
else in the ecosystem can help 
us do that?”

ERICH JOACHIMSTHALER
Founder & CEO | VIVALDI
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Thank you

New York  |  Chicago  |  London  |  Zurich |  Munich  | Dusseldorf  |  Hamburg  |  Singapore 
www.v iva ld ig roup . c om
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