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This is the key objective of the Platform Innovation Kit, to provide a 
proven methodology to ideate, design and implement platform based 
business models.

The methodology is based on best practices of successful platform 
companies worldwide, including the inner mechanics of a core 
processes and scalable market strategies. 

We suggest to use the toolset not only to invent new business models, 
but also to understand, observe and learn from others – bringing you 
new insights from digital ecosystems.

– that‘s why we made the toolset 
open source to encourage innovators around the globe to participate in 
the further development of the tools.
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What we see today is the rise of the platform economy – 
a shift from linear value chains to value creation 
networks.

Companies have to move away from the thinking of „my“ 
product or „my“ service. In a platform world you become 
the orchestrator of multiple parties. Your job is no longer 
to develop new products, your job is to facilitate the 
transaction between the participants. 

The standard business model canvas is a perfect tool for 
linear businesses – we love it too. But using it to design 
multi sided businesses can end up in a mess. That‘s 
where the PIK will help. Exclusively designed for 
platforms where you have to manage multiple value 
propositions.

▪

▪

▪

▪

▪

▪
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2015 2016 2017

The original canvas for multi-sided 
ecosystems

Intro of the 5 step Platform Innovation 
Process and 4 new  canvases

A lean innovation process & toolset 
guiding you from ideation to growth 

new deep dive canvases

1st interactive set of canvases for 
platform & ecosystem innovation
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The Platform Innovation Kit is a comprehensive and easy-to-use 
strategy and business model innovation framework for 

digital platforms & ecosystems

It helps to 

ideate new platform opportunities 
launch & ignite a platform ventures

improve an existing platform business
make strategic pivoting decisions
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Step-by-Step
A structured, systematic and proven process to help you to 
build a profitable, repeatable and scalable business

Best Practices
Based on best practices from platform startups and 
ventures worldwide

Focus on the right things
Helps you to focus on the right things at the right time – 
lowering the risks of failure and speeds up the process
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Platform Business Model Canvas 
One-Page platform business model canvas acts as a 
dashboard for all key components and can be used for 
platforms as well as larger ecosystems

Deep-Dive Canvases
Set of multiple canvases to understand and design key 
components and strategies in detail

Interactive User-Guide
All canvases are equipped with barcodes giving you access 
to an interactive online user-guide via the Platform 
Innovation Kit App

Multi-Language
The canvases are available in multiple languages to 
support a global adoption (English, Spanish, German)
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Check against Success Criteria
Check your platform against best practices & success 
factors of best-in-class platforms

E³ Strategy Framework
Define your strategic focus for the next 3-5 years to set 
priority for improvement activities

Define Improvements
Clearly define required improvements and incorporate the 
into an integrated roadmap

Team Alignment
The Assessment is conducted by face-to-face interviews 
and team workshops to ensure common understanding 
and alignment between responsible team members
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Digital User-Guide
Scan the barcode on the canvases to get support & 
guidance incl. examples & up-to-date news

Insights from global experts
News and latest insights from global experts and thoughts 
leaders curated right into your pocket

Interactive Community
Exchange with other platform pioneers within our global 
platform innovation community

DOWNLOAD NOW

https://itunes.apple.com/es/app/platform-innovation-kit/id1435780441?l=en&mt=8
https://itunes.apple.com/es/app/platform-innovation-kit/id1435780441?l=en&mt=8


USER GUIDE 3.0 | www.platforminnovationkit.com 12



Platform 
Economics

This guide will help you to 
get quickly comfortable 

with our proven 
methodology, the toolset 

and the App.

enjoy!
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In our observations we realized that successful 
platforms are based on more than two sides – 
they are multi-sided. 

They bring together different roles – Consumers, 
Producers and Partners. They facilitate the 
transactions of values and focus on building long 
lasting relationships. 

The core role of a platform is comparable to an 
orchestrator. Bringing different stakeholders 
together to allow the exchange of values. 

In our methodology we distinguish between four 
roles of stakeholders. It is important to 
understand the difference between them to 
define proper value propositions for each of 
them.

Producers

Partners Owner

Plattform

 

Source: Jacqueline Otte, Matthias 
Lohse, Matthias Walter (2017) based on 
Evans & Schmalensee (2016), Choudray 
(2015)

Consumer
s

14

Producers

Partners Owner
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Consumer
s



USER GUIDE 3.0 | www.platforminnovationkit.com

… consuming and utilizing the core value from the 
platform ecosystem.

Can transform into the role of a Prosumer when 
acting as consumer and producer at the same time

: Airbnb travelers, UBER riders, 
Youtube viewers, Salesforce customers

… are additional service providers looking for a better 
and broader market access. 
The biggest difference compared to the Producers 
are that they are only indirectly involved into the 
exchange of the core values. 

: WordPress theme developers, 
Salesforce Forge developers, Payment providers, 
Advertisers 

… providing the core value to the platform 
ecosystem, looking to enlarge their customer base 
and lowering the efforts for marketing.

: Airbnb hosts, UBER drivers, Youtube 
Videographers, Salesforce software providers

… own the vision of the platform and it’s ecosystem. 
They are responsible to lower the friction of the core 
platform processes and to enhance the experience 
of the platform for all stakeholders. 

: AirBnB, Apple as the appstore owner, 
Google as the Android owner, Wordpress, 
Salesforce 

Producers

Partners Owner

Plattform

Consumer
s
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Innovation Plan

This guide will help you to 
get quickly comfortable 

with our proven 
methodology, the toolset 

and the App.

enjoy!
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The Innovation Plan is a best practice based blueprint 
for platforms going from design to growth. 

Purpose is to help platform teams to focus on the right 
things at the right time. Adoption to each venture 
project is required. Clear milestones help you to fast 
forward and reach your goals faster and less risky.

There are 4 major stages of a platform venture. Each 
stage has different key priorities. The defined macro 
activities are color coded to help you to understand the 
impact area of your business model.

Define the right stage for your venture and check 
/ adapt the key priorities.
Define completeness criteria for each milestone 
-> they have to have a customer focus (internal or 
external).
Check and adapt the macro activities -> give 
them clear names and add ownership.

We recommend to transfer the plan into project 
management tool and to use an agile approach (e.g. 
Scrum, fast-time-to-market) to follow-up / update.
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DOWNLOAD NOW

http://platforminnovationkit.com/


Canvases

Our process uses large, 
graphic templates to 

step teams through the 
development of digital 

platforms & ecosystems 
focused on every 

important component of 
modern business 

models.
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BUSINESS MODELING
DISCOVERY & 
INNOVATION

USER GUIDE 3.0 | www.platforminnovationkit.com



22

BUSINESS MODELINGDISCOVERY & INNOVATION

Environment Scan

Idea
Platform Business Model Platform Value

Platform Services

Stakeholder Persona

Interactions

Platform Strategy Network Effects IT Architecture

Monetization

Governance
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The environment scan helps you to analyze and 
understand what is happening around you  - to identify 
opportunities and risks. 

By mapping results from research and studies the 
canvas will support deeper discussion with your 
innovation peers to build a common understanding.

Define the current business you want to disrupt – 
could be your own or the the business of 
someone else -> put it into the middle
Collect and analyze different sources for trends, 
market developments, competitors, analyst 
opinions, etc. related to your platform
Discuss the collected information and highlight 
the most important -> condense them into clear 
statements
Map the statements on the canvas into the four 
areas to build a common picture

Pin the most important statements closer to the middle 
and the less important more on the outside



AirBnB

Travel industry 
with big TAM

Travelers 
always look to 
lower costs for 
accommodati

on

Hosts are 
looking for 
additional 
sources of 

incomeIncrease of local 
housing demand

Legal issues (tax, 
health, safety)

Possible 
regulations

Sharing 
Economy is 

booming

Global reach of 
apps / internet 

raises

Hotel Industry

New 
competitors 

(easy to copy 
business model 

-> 9flats.com)

Other platforms 

Well established 
hotel chains

Mobile first 
continues

Traveling and 
exploring local 

sights
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The Ideation Canvas helps you to scribble a platform 
business idea on a one-pager. By filling all gaps you 
make sure, that you’ve taken all essential elements of 
an business model into account. You are able to quickly 
create an idea portfolio by running several iterations.

Fill in the gaps, starting with the “what” (value 
proposition).
Define all players (peers) on your platform.
Describe how you want to make money (revenue 
model) and the corresponding value stream.
Give your idea a catchy name.
Pitch your idea and clarify the understanding.

Best Practice:
At this stage it is most important to generate as many 
ideas as possible. Try to pitch your idea in an elevator 
speech of 1 minute max by starting with the “what”.



https://www.creatlr.com/workshop/oE9h0KXD6mAxBWbVPUNGi1/
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29(Platform Business Model Canvas)
Monetization & 
Business Case

IT Architecture

Mission, Core Value, 
Transactions

Services, 
Experience, Journey

Network EffectsGovernance

Stakeholder 
Personas
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The Platform Business Model Canvas (PBMC) acts as 
your One-Page Dashboard. 

A) it’s a graphical overview of the core components of 
your business models 

B) As a reference it mainly acts to track validation 
progress until you have a running business

The canvas consists of 3 main areas:

“ ” is the front stage of your business 
model and describes how you create value for your 
customers, what are the touchpoints with your platform 
and which core network effects are in place.

“ ” is the backstage and describes how 
you deliver the value – what are core services of the 
platform and what kind of resources have to be in 
place. 

“ ” describes how you make money. 
Revenue vs. Costs. And it defines the north start KPIs / 
metrics.

VALUE 
CREATI
ON

VALUE 
DELIVE
RY

VALUE 
CAPTU
RE



https://www.creatlr.com/workshop/EBVAeeIZEMCfEiO69kLGu2/
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The Value Canvas helps you to define the core value 
proposition and business model of your platform. You 
understand the core motivation of every stakeholder to 
join the platform. And you design the inbound and 
outbound transactions incl. revenue streams.

Define the core element & mission of your platform.
Define the key stakeholders
Define the value propositions 
Define the inbound / outbound transactions

Best Practice:
Concentrate on the value proposition for each 
stakeholder segment. It’s important that you get this 
right, because your platform needs to serve multiple 
segments at the same time. 

If necessary do a deep dive with the “Stakeholder 
Persona Canvas”.



https://www.creatlr.com/workshop/3TY01dn03j0cWYOkf3l4t2/
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The Service Canvas helps you to design the core 
services you have to provide to allow a seamless / 
frictionless match-making, transaction and 
engagement of and between the stakeholders.

It is a perfect combination of journey mapping and 
service design.

For each Stakeholder use a separate Service Canvas.

Define the stakeholder in the inner circle
Start on the left-hand-side to define the motivation, 
how you attract them and the current alternatives. 
Helping you to understand potential expectations.
The middle part defines the touchpoints with your 
platform and the relevant core services.
Satisfaction drivers allow you to understand the 
importance and the USPs of your platform
At the right-hand-side you describe important 
insights you gain, necessary key resources and how 
you stay in contact with the stakeholder.
Last step is to define the success factors



https://www.creatlr.com/workshop/nbJj4sqpwnMSyJojNW8Bt3/
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The Network Effects Canvas is used for detailed 
modelling of ecosystem relationships. The breakdown 
of each relationship into value unit, value proposition 
and relevance of the relationship for the respective 
stakeholder - together with the subdivision into 
same-side and cross-side effects - creates clarity about 
all significant interactions in the ecosystem.

Identify the core relationship first. This is currently 
responsible for the major part of the ecosystem's value 
creation. When mapping this relationship, start by 
naming the stakeholders (consumer and producer) and 
defining the core value unit. Then add the respective 
value proposition and assess the relevance of the core 
relationship for the respective stakeholder. 

Now proceed in the same way with the other 
relationships. Pay attention to the subdivision into 
cross-side and same-side network effects.

Finally, evaluate the relationships from the perspective 
of the moderator of the platform or ecosystem. First 
assess the relevance of the respective relationship for 
the platform or ecosystem. Then collect starting points 
to strengthen the particular relationship. 



https://www.creatlr.com/workshop/RZpqStgBDknlNgnWhz8oF4/
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Building the right governance is key for platforms to 
promote or penalise good or bad behaviour. 

This canvas helps you to define the rules & norms for 
each step in the core process. It also helps to 
understand the necessary governance activities you 
have to perform.

Define the stakeholder you want to cover
Put yourself into the shoes of the stakeholder and 
describe the current friction your platform. 
provides and how you as the stakeholder would 
try to avoid them (e.g. to pay a fee).
Describe the good and bad behaviour you see in 
each step of the process.
Define necessary rules & norms to promote or 
penalise the behaviour.
Describe relevant governance activities to 
enforce the rules.



https://www.creatlr.com/workshop/fR3a9tsjHWatdExNt1ZCC1/
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The Monetization Canvas helps you to build a solid 
business case for your platform business by looking in 
detail to your revenue streams and your cost structure.

Revenues:
List your stakeholders
Define a timeframe you want to considers (e.g. 
next 3-5 years)
Define the revenue streams for each stakeholder 
segment incl. your monetization model
Sum up all revenues

Costs
Define the costs for acquiring the stakeholders
Define the variable unit costs – e.g. how much 
each transaction will cost you
Define the operational costs – what it costs to run 
the platform business
Sum up all costs



https://www.creatlr.com/workshop/7Lpa9hcyMaw92y1tLusUG1/
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The Stakeholder Persona helps you to understand the 
needs of your stakeholders and to discover 
opportunities or gaps in your offerings. This ensures 
fact based decision making and to focus on the major 
needs of your customers.

For each Stakeholder use a separate Persona Canvas.

Start with the righ-hand side and define the 
“jobs-to-be-done” of the stakeholder. 
Describe the gains (goals) and pains (friction) he 
currently has. The closer you put them to the 
centre the more important they are.
List the offerings of your platform and put them 
closer to the circle the better they match to the 
needs. 

“Drivers of change” are more important for companies / 
organisations than private consumers. Describing the 
pressure they face in the current situation.

“Contribution” defines the values the stakeholder could 
bring to the platform. Maybe those assets can be 
utilized by the platform owner.



https://www.creatlr.com/workshop/0ZXepSc9GI71DeJwiAVlY7/
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The Architecture Canvas helps you to design and 
understand the IT architecture / infrastructure from 
frontend to backend. Especially as a multi-sided model 
you will often face the need for different architecture 
components on producers and consumers side.

List your stakeholders from the value canvas.
Define needed / required interfaces for each 
stakeholder segment
Define the connection between interfaces and 
core system
Define the core elements of your backend and 
data structure



https://www.creatlr.com/workshop/DVjow0aQJYg2Hnap6A4S74/
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The Strategy Canvas helps you to define the 
playground when turning your idea into reality.It 
consolidates some of the core understandings and 
adds strategic aspects like go-to-market strategy, 
positioning against stakeholders and a business case.

Work from right to left
Start by defining your future position (middle layer).
Collect all major influencing factors (top layer).
Outline your key strategies (bottom layer).

Best Practice:
Challenge your statements continuously and check 
interdependencies.

If needed, use the Monetization Canvas for a business 
case deep dive.



https://www.creatlr.com/workshop/BHeKWpivv9pD8qac1YS785/


Assessment

Our process uses large, 
graphic templates to 

step teams through the 
development of digital 

platforms & ecosystems 
focused on every 

important component of 
modern business 

models.
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Enable platform teams to perform a quick assessment 
of the business against proven success criteria.

You understand the strength and weaknesses of your 
platform and easily define improvements for the right 
focus areas.

▪ Compile a diverse team of managers, employees 
and stakeholders

▪ Use the light Assessment in a workshop to 
evaluate your strength & weaknesses 

▪ Score 1 to 5 -> 5 means best / fully agree, 1 
means weak / no agreement. 

▪ Define your focus areas, depending on your 
strategic directions

▪ Define together improvement actions

If you need a deeper understanding and support for 
defining the right improvements, we also provide a 

Full Platform Assessment. 

This is a 2-day audit where we conduct interviews and a 
1-day workshop to discuss, align and build 
improvements.

Contact us for more information.
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Just scan the barcode from the canvas with the app to 
get access to our digital user-guide. This guide will be 
updated and ensures that you will have the best 
guidance whenever you need it.

Our User-Guide becomes interactive and we will 
provide the first chatbot enabled assistant for platform 
innovation. 

When you scan a barcode of a chatbot enabled canvas 
you will be prompted to ask questions. It’s really cool ☺

For each practitioner it’s important to stay up-to-date. In 
the “Foundations” section of the app you will find 
curated content / latest news from top sources around 
the globe.

The interactive user-guide is a “beta” release. Please 
help us to improve it by sending feedback to 
app@platforminnovationkit.com

DOWNLOAD NOW

https://itunes.apple.com/es/app/platform-innovation-kit/id1435780441?l=en&mt=8


Matthias Walter
Christian Böttcher
Nikolas Schlömann
Matthias Lohse

Platform Innovation Kit

We are a global expert community 
100% dedicated to platform 
innovation.

Our Kit is published under creative 
commons license to allow 
practitioners around the world to 
contribute and continuously improve 
our methodology.

Feel free to contact us via our 
website or send us an email to

info@platforminnovationkit.com.

Exclusive Partnership:

Simon Torrance

Ansgar Pabst

Sabrina Guzman
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▪
▪
▪
▪

Matthias Walter Sabrina Guzman

https://www.linkedin.com/in/waltermatthias/
https://www.linkedin.com/in/sabrinaguzman/

