-

Fakultas

Ekonomi & Bisnis
Telkom University

Kuliah-6 Platform Strategy
The Future of Platform

Dodie Tricahyono, Ph.D.




Platform Environment

: - The legislature can signifi-

ﬁ:ﬂ:ﬁcc:gnh?;:;algit;g fiﬁ; @5 cantly influence the platform
3 s S — business with specific laws

busineaa by lssuing judge- ) (e.q. consumer%rotection

ments (e.g. patent suis). Courts Platform Participants | -29°'*r® lowe).

The provider is responsi-
ble for the technical provi-
sion of a digital platform
(e.g. Samsung as provider
of Android).

Producers provide the
platform offerings (e.g.
app developers).

Multiple
roles in a

The owner controls the
intellectual capital and
manages the overall ar-

‘Customers use the offers
on the platform (e.g.
smartphone users).

platform s
economy

Competitors in the platform envi-
ronment compete for the same

A customers and producers (e.g.
Competitors iOS as Android competitor).

Partners complement the platform
and provide further elements (e.g.
payment service providers).

- Platform Core - Interface ‘: Platform Participants Platform Environment

Contains the infrastructure The actors involved in an Includes all actors directly involved Describes actors who are not directly
provided by a platform and the interaction access the platform in an interaction. involved in an interaction but who
actors involved. infrastructure via an interface. nevertheless influence the platform

business.




Historical development of digital platforms in B2C/C2C and B2B-markets
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ypes of Platform-Based Business Models

- —~
_ ck / Sharing Economy Platforms \
Communkatlon S
Platforms o Sharing of capacity-constrained assets
(e.g. Google, Bing, and resources (e.g. cars and bicycles)
= (0.2 WhatApp, Skype, Yahoo, and Safari) » Peer-to-peer sharing (focus of this
Soclal Media WeChat, and LINE) orticle; e.g. Airbnb and Uber)
» Sharing of platform owner-provided
L assets (e_g. ZipCar)
Linkedin, and Twitter) e Sharing of capacity-unconstrained
resources (e g. file, music, and
information sharing, mostly peer-tmr)/
Matching F \ -
Platforms R i Typ.s of (
(e.g- TaskRabbit, Tinder, B =
el Platform Business T Development
Models i Platforms
.-\ ) b (e.g. appstores and
Qontem & Review Y i gaming consoles)
(e.g. YouTube, e Crowdsourcing &
TripAdvisor, and Yelp) [ Crowdfunding
J
/ \ Platforms
/ {e.g InnoCentive and
Mm ! Kickstarter)
Aggregators Retail Payment Platforms
{e.g. Booking.com, Platforms (0.8, PayPal, Alipay, and
Expedia, and Pagoda) (e.g. Amazon, Etsy, Visa)

Ebay, and Craiglist)




Actors in a sharing economy platform ecosystem

Platform Ecosystem

Platform Provider

* Orchestrates Value Co-Creation
* Manages Platform Governance

Service Providers

* Own Assets
* Provide Service

Customers
sew‘ce De“verv * Users of Assets & Service

Complementors
* Offer Services that Add




Transforming Value Chains with Networks

Digital markets as distributed in three major
layers, that of infrastructures, aggregators, and
long tail markets.

In post-industrial value chains, the role of
aggregators is key: be an alive, learning and
opportunity-generating system, that produces
continuous quality improvement in the
experiences exchanged thus helping new
niches emerge, unlocking new potential.

AGGREGATORS

Aggregators play a key role in an increasingly
networked economy by connecting talented
producers with consumers in long-tail markets.

INFRASTRUCTURES

In this economic paradigm, small players gain
much more capabilities to deliver exceptional

Vda | ue. Simone Cicero (2019). The Real Future of the Platform Economy. Citizen Entrepreneurship and a
Market Reset. https://stories.platformdesigntoolkit.com/the-real-future-of-the-platform-
economy-838629ad3a77
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The Concept of Long Tail Market

* Long tail in marketing refers to
those offerings which are in less
demand compared to the actual

popular product of a specific E
(+ 4
P
category. 3
£
* Some examples of long tail
markets are (different types of)
laptop chargers in the laptop
niche, (different types of) mobile
covers in the smartphone PRODUCTS
accessories market, and (different |_| I—l
types of) customized gifts in the THE HITS THE LONG TAIL PRODUCTS - NICHE CONTENT
ft : h Making the most  Given there are sufficient long tails, they can make up to or exceed the
gl Ing nicne. of the revenue. revenue generated by superstar products if combined together
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https://www.feedough.com/what-is-marketing-definition-types-scope/

Why Long Tail?-1

B According to research by MIT, three kinds of demand drivers exist in
the market. These are:

® Technological drivers — 57% of online shopping starts with the search engines.
Besides search engines, personalization and recommendation techniques and
online communities and social networks also drive the demand for the
product.

® Supply-side drivers — Technology has made it easy to add the inventory of
stock of digital as well as physical products. Moreover, new supply side demand
driving models like dropshipping and affiliates have also come into existence
which influence the decision-making process and promote niche products. The

technology has also made the supply side strong by making it serve the global
market at once.

® Non Technological drivers — The non-technological drivers include the

psychological drivers of being part of the group or standing out of the group
which influence the decision-making process of the customers.
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Why Long Tail?-2

B The long tail strategy has two applications —

® To increase the customer lifetime value by using long tail strategies
like cross-selling and recommendations etc.

® To stand out in the market and increase sales by building
a brand out of long tail products or just capitalizing on the
untapped market.

B |n simple terms, either you can focus on long tail offerings as add-ons
to your superstar product, which will increase the customer lifetime
value and attract more customers, or you can bundle up and just
focus on the long tail offerings to compete with existing players and
create a different positioning for yourself in the market.

P, . Cwtwdesesrsushessieaders



Five Key Strategic Plays for PLATFORMIZATION

B From mass market to personalization by interaction: aggregators replace mass-produced, one-
size-fits-all manufactured solutions in favor of systems that able to produce a long tail of
tailored niche experiences. Aggregators facilitate interaction and self-organization.

B Standardize transactions: aggregators create channels and modes of interaction that standardize
the recurring transactions between producers and consumers in an attempt to reduce
transaction cost.

B Provide SaaS to simplify a business process: aggregators normally codify complex business
models into Software as a Service and make it accessible and easy to use for small players,

solving many typical headaches for producers.

B Aggregating demand and supply: by aggregating demand and supply in the same place, they
reduce the need for advertising, marketing and distribution generating “pull” dynamics
(attraction of the best fit) versus industrial push marketing.

B |dentity and reputation: by the creation of contextual identities and by designing clear
reputation systems they let the best players emerge, helping consumer navigate towards the
best and right producers.
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Visible

VALUE CHAIN

[nvisible

The typical industrial service value chain and the platformization plays

Wardley Maps to plot our unified market theory against evolutionary value chains

consumer
N
L)
\,I_/
SN
e | use value (nead)
I N
dstroution | p—————
\ 7
purchasing /™
(fransaction) '\\ y,
customer /N
warranly L ,l\
Fa
\ ‘|> —
M TTr— supplier
Business I Y
Process _/ p
— .
R
utiilies, components
Evolution
Genesis Custom Built Product Commodity
(+ Rental) (+ Utility)

VALUE CHAIN Visible
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VALUE CHAIN Visible

Invisible

Typical aggregator value chain

producer consumer

[ | use value
earn (rent a house, move from Ato B
money get a quote for a service )
Transaction
handling
Context Specific
reputation & trust
management
Context specific
Identity
utilities, components
(e.g.: payment
services)
Genesis Custom Built Product Commodity
(+ Rental) (+ Utility)

Example: Amazon

From the reality of a book retail e-commerce, the
Seattle giant succeeded to become a generalist
“infrastructure-to- consumer”, and an aggregator-
marketplace that leverages a broader set of
merchants, creating a virtually endless inventory,
deepening the possible choices for the user.

In the process, Amazon also continuously
componentizes and commoditizes the marketplace
products offered, by continuously launching amazon
“basics” versions, or just plainly new brands, that
aim at monetizing directly the categories that
emerge as best sellers.

Amazon inherently uses its ecosystem — as Simon
Wardley once said — as a “future sensing engine”
continuously eating a larger part of an even larger
cake, that it is fated to conquer an even larger part
of the market. Amazon doesn’t think like a retailer, it
thinks as the retail industry.
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Order value x order frequency = customer life-time value:
another key success factor

We’'re likely talking about markets

A ' ‘ where transactions can be rarer and
s N e /e more valuable, like in real estate.
SE— NE \
¢ Here as we’ve seen, the aggregator-
) o i1 5 S, platform provides a broader set of
support services and oversees a
”””” ———————————— broader part of the value creation
4alIOOMED  waerenmmmse SRR process, in an attempt to enable a
new space.
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lightweight adaptable controlled legitimate
Industrial Corporate

7< NNV AN
bureaucracy
Public Institutions >( >< \/ "~
Platform powered | | |

VAR R \/

self-orgnizing

Access to technology and widespread open knowledge
leaves room for the emergence of new paradigmes, all
based around self-organizing around tailored solutions,
organized at community (local) and tribal (ultra-
contextual) level.

The possibilities created by aggregators are
key in an age where everyone can and
should be empowered to produce value.

In this age, producers need to be
empowered to leverage on their talent and
connect with their potential markets,
instead of being hidden in a complicated
business process that is increasingly
sustaining just a self- serving bureaucracy.

Taylorism complicatedness can’t cope with
the speed of change, and adaptation, that
is needed in today’s economy: welcome
complexity.
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Service Landscape

The spectrum of aggregators
ca ptu red |n the matr‘IX W|” then Heavily dependent on pieces coming together, resources %
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From Products to Services to Impact in a boundaryless digital world

TRANSACTION TO RELATIONSHIP From John Hagel’s The Big Shift in Business Models

Enabled by a new generation of connected technologies that
- - - able to sense relevant and contextual data on the actual value
generated for the user

DATA TO ADVICE

__ “rather than just anticipating likely future events, [these
players] have the ability to advise customers on what action to

- - - take in response to those future events in order to create the
most value for themselves.” (John Hagel)

ONE TO MANY

PARTICIPANTS
Business models of the future will need to be “permissionless”

and “ecosystemic”, vetting and constraining users will likely
become impossible or counterproductive.
Interoperable
Ecosystems

D, . Cwtwdesestsushessieaders
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Evolution of Marketplaces (Andrew Chen)

VALUE ADD

1990s

The Listings Era

EXAMPLES
craigslist yelp!

STAGES OWNED
« Discovery

AN

MARKETPLACE FEATURES
+ Basic flters
+ Sometimes user reviews

TYPICAL MONETIZATION
« Largedy free

2000s
The Unbundled

Craigslist Era

EXAMPLES
Angles list.  (Corecom
fiverr' | voskRobon
Thumbtack

STAGES OWNED

« Discovery

« Sometimes communication with
SONAICe provider

« Sometimes booking

MARKETPLACE FEATURES

« Filters, contfications, structured
data to enhance matching

« Sometimes light training for
providers

« Usar reviews

TYPICAL MONETIZATION
« Membership fee

« Price per oad

« Take rate on transaction

2009-2015

The “Uber for X" Era

EXAMPLES
Dooonoass GLAMSQUAD

lugg R Uber

STAGES OWNED

« Discovery

« Automated matching

« Communication with senvice
provider

« Booking

« Transaction

MARKETPLACE FEATURES

« Software 1o0ls for provider &
customer

« Light guarantees and peotections

« Light operational value-add such
such as background checks

« User reviews

TYPICAL MONETIZATION
«+ Take rate on ransaction

Mid-2010s

The Managed
Marketplace Era

EXAMPLES
honor S TRUSTED
% Wonderschool

STAGES OWNED

« Discovery

« Trust establishment

+ Communication with service
provicior

+ Booking

« Transaction

« Active oversight or management
of service delivery

MARKETPLACE FEATURES

+ Software tools for provider &
customer

+ Guaraniees and protections

+ Operstionally-intersive 1o
establish trust snd provide o step
function Improvement iIn customes
expenence. for Instance. In
vetting. Interviewing, and
trvreng providers

TYPICAL MONETIZATION
« Highsr take rate on ransaction

2018-7

COMPLEXITY OF SERVICE

v



B While the Z-Shape — typical of aggregators — is substantially
preserved, the need to face more complex markets requires a whole
new set of value chain elements to be controlled. In the
marketplaces of the future one could expect:

® greater service overseeing from the platform owner;

® more important discovery and match-making as context becomes even more
king;

® and a renewed focus on the upskilling services that the platform shaper will
provide to producers, especially in more sensitive markets (such as education,
professional services, real estate, personal care, and development, etc... ).
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Modern Marketplaces control more components of the Value Chain

producer consumer
The two essential engines of platforms indeed
& leverageable 1 emerge more clearly in the picture below:
S assets and |
-§ capabilities i
eam | ) wis osgeoranrca ) The learning engine (that focused on providing
moNeY N T XL Zactive service o continuous opportunity to learn, improve, hone
| delivery oversight i A S

N AP R W, SR e new capabilities and make the best of the
S| - s &mam%'jggm \ . providers :Tra,:gsg};gg ,,‘ producer’s talents) and a refined transactions
§ : b ) ¥y / i engine where the shaper plays a more

I : - ‘
- | . knowledge & Cor]text Specific SaaS ~ . . . . .
S |1 mastery training : / , ‘\e\“e important role in ensuring consistency in the

. \ oo R «5?« experiences, designs to allow trust to emerge,

‘.\ \ : management . G‘(\o d | t th I fl il
. | I 22X and lets the value flow more easily
\ vetting \\ [ - ?.P‘\x
L .\ . \h , ‘
kY EA x L \ - - .
% RNING E& e \\Context s,pecmc/',
S G/NE TS.oidentty -
= utilities, components
(e.g.: payment
services)
Evolution
Genesis Custom Built Product Commodity
(+ Rental) (+ Utility)
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A Market Reset

investor/entre
preneur producer consumer

In yellow the impacts of Al and
Machine Learning, in green, that

Q assets erageable assets
e nd capabilities
]
> use value Q Al producer? Of CryptO .
(rent a house, move from A to B,
reduce earn get a quote for a service, ....)

active service

system money
liability

delivery oversight . .
Y 9 Automated service delivery
i 2
> . communication with . y versight / customer support?
?( iscovery providers ransaction
I & match-making handling
Q
w e
=) governance Context Specific
?(' Saa
> knowledge &
mastery training reputation & trust John Hagel's
management “anyone/anywhere”
interaction perspective -
. interoperating platforms,
vetting ( ) based on open/shared
s Q data,
open/shared/portable
Di i tting d - i iti i
g : J?:gﬁ:{::r:gt;g |:fg ue Context specific identities and reputation
X portable reputation and Identity
2 verified identities
utilities. comoonents
Evolution
Genesis Custom Built Product Commodity

(+ Rental) (+ Utility)




