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Abstract
This report focuses on the platform business models and ecosystems as enablers for business agility and sustainable competitive advantage in the digital economy. The analysis is based on multi-sided platform architecture and the reconfiguration of industry borders. It also helps in assessing the strategic trade-offs between the different options: proprietary platforms, third-party platforms, open-API approaches and traditional pipeline models. A qualitative secondary data method is used. Thematic analysis of the secondary evidence from 2018-2026. Four themes are identified: platform architecture and network effects; ecosystem orchestration and industry boundary expansion; platform governance, competition and regulation; monetisation and scalable platform transition. The results of Apple, Siemens and Uber all highlight that platforms can link different players in a market and generate new value. The report concludes with a roadmap for legacy pipeline organisations that want to build platform capabilities in a phased manner and at a cost.
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[bookmark: _Toc240564177]1. Introduction
Digital transformation is not just about software and cloud technology adoption (Gonçalve et al., 2023). It is gradually evolving the nature of the competition between organisations, their relationship with their customers, and the organisation of value creation. An important development is the rise of the digital platform business models. Platforms are not the same as traditional pipeline companies, since they don't necessarily produce all products or services themselves (Mlčúchová, 2022). Rather, they offer a technological and organisational infrastructure on the basis of which various actors can communicate with each other. Customers, Developers, suppliers, advertisers, service providers, business partners.
The importance of platform-based competition has grown, as digital technologies enable organisations to reach a large number of participants at relatively low marginal costs (Leong et al., 2024). From a platform perspective, customer and transaction data can help to enhance matching, personalisation, pricing and service quality. Direct and indirect network effects are important mechanisms driving this growth, according to academic research. Direct network effects are when the value of a platform goes up the more people are on the same side (Ojala and Lyytinen, 2024). Indirect network effects are those in which growth on one side adds value for the other side. 
This report aims to critically explore the role of platform business models and ecosystem business strategies in achieving business agility and sustainable competitive advantage. A special focus is placed on multi-sided architecture, network effects, data-driven feedback loops and ecosystem orchestration. The report also looks at the strategic options of building a proprietary ecosystem, integration into a third-party platform, open APIs and maintaining a traditional pipeline.
[bookmark: _Toc240564178]2. Literature Review
[bookmark: _Toc240564179]2.1 Digital Platforms and Multi-Sided Markets
Digital platforms can be thought of as technological and organisational systems that enable relationship-building among various sets of participants (Ametowobla and Kirchner, 2023). The platform itself may not be the source of all goods or services that are traded via the platform. Rather, it offers the framework, rules and interfaces for the participants to build and exchange value.
This is not the same as the more traditional "pipeline" model. A pipeline business typically has a series of operations from the inputs to production to distribution under its control. Thus, value tends to change in a fairly linear fashion (Tu et al., 2021). A "platform business" is a business that tries to enable interactions between various parties. This is significant because while physical resources may be important, more and more, competitive advantage is shifting to the control of interactions, information, standards, and relationships (Liu et al., 2025). A multi-sided platform typically has multiple and distinct groups of participants. For instance, a platform could allow buyers to be put in touch with sellers or users to meet application developers. The platform will thus have to solve a coordination problem. Each of the groups of participants must get enough value from the platform to stay interested. It's much more than the development of a digital product and makes platform design more complex.
[bookmark: _Toc240564180]2.2 Direct and indirect network effects.
Network effects play a key role in platforms' development. A direct network effect is when a service becomes more valuable to its users when more users from the same group join the service. A good example is social communication platforms. More users can enhance the utility of communication since users will have more people with whom they can communicate (Gazi et al., 2024). Indirect network effects are those that occur on opposite sides of the platform. The larger the base, the more suppliers that may come. This can then lead to a greater choice for the customer with a wider supply base. This can draw in even more consumers and make a self-reinforcing loop (Kragh et al., 2022). Academic literature refers to these cross-sided effects as a key factor for platform growth, whereas other effects are said to be "same-sided." 
The strength of network effects can create substantial competitive advantages. But network effects are not a recipe for success. Platforms must initially overcome the so-called chicken-and-egg problem. If there are few suppliers, the customer will not be interested in joining (Vehkala, 2025). When there aren't a lot of customers around, suppliers can also steer clear of the platform. Platform operators thus should have strategies like subsidies, partnerships, exclusive content or initial supplier recruitment to build enough activity. There can be network effects that increase concentration. As users and suppliers move closer to one platform, it's hard for competing platforms to get to a comparable scale. Digital ecosystems emphasise the role of increasing returns and network effects in tipping the market and dominating the platform (Gawer, 2022). 
[bookmark: _Toc240564181]2.3 Data-Driven Feedback Loops
Data is now another key source of "platform advantage. Information is continually produced on digital platforms, including in the process of search, transactions, interactions, ratings and usage behaviour (Theodorakopoulos and Theodoropoulou, 2024). This information can be utilised to enhance platform performance by means of AI and machine learning. But there are also risks associated with the data. With large-scale data collection, there can be more privacy concerns. The accuracy of data can lead to wrong recommendations or bias in outcomes (Vidhya et al., 2023). Therefore, organisations need to balance the need for personalisation and use of data with privacy, security and regulatory needs.
[bookmark: _Toc240564182]2.4 Ecosystem Orchestration
There are more actors in platform ecosystems than the platform owner. Ecosystem orchestration is the way in which the platform leader sets rules, standards, incentives and technical mechanisms which coordinate these participants (Kretschmer et al., 2022). Governance is a must-have for effective orchestration. Platform owners have to determine who is allowed to be involved, what technologies can be used, who will control quality and who will get money. Excessive control can put the brakes on innovation. Lack of control can lead to decreased quality and trust.
For ecosystem growth, interoperability is a crucial point. Open interfaces and APIs enable the integration of external services and organisations with a platform (Parate et al., 2023). This can make the platform more innovative since the owner of the platform doesn't have to create all the complementary products in-house. This has thus an impact on the role of the focal organisation within the ecosystem perspective. It turns into an orchestrator, and not just a producer. Infrastructure and governance are provided by the organisation, and the outside participants bring innovation and capabilities.
[bookmark: _Toc240564183]2.5 Platform Strategy 
Digital platforms can cross industry lines. One market can be leveraged to enter another market by having the inherent market relationships, data, and infrastructure/ecosystems of the original company (Aksoy, 2023). This is because some of the traditional barriers between industries are lowered with the use of digital technologies. Activities can be linked together with data and APIs. Hence, a platform can grow from a one-service offering to become a wider ecosystem. Industry lines can change from a product-based battle to an ecosystem-based one (Cureg, 2025). Organisations can win with their products, but they can also win with the amount and quality of complementary services that are provided on their platforms. It is a significant strategic means for traditional businesses. Rivals are no longer solely from the same sector. When companies in the tech sector have data, platforms and customer relationships that fit well with financial services, transport, healthcare or industrial sectors, they can tap into these new markets.
[bookmark: _Toc240564184]2.6 Proprietary Platforms versus Third-Party Platforms
Having a proprietary platform gives significant control. An organisation can decide on the architecture, customer experience, data policies and rules for the ecosystem. It can also be used to extract more value from the economic value that is generated by transactions. But with proprietary platforms comes a big price tag. Organisations need to invest in technology infrastructure, cybersecurity measures, developer support, and customer acquisition and governance models (Melaku, 2023). The platform could also have difficulties attaining scale in the event that it is not able to draw in an adequate number of participants. There is an alternative: participation in the existing third-party platforms. An organisation can leverage an existing customer base and infrastructure without having to create a whole ecosystem. This can help to cut costs and shorten time to market. The downside is that it results in lower strategic control. The organisation can be impacted by changes to the third-party platform with regard to pricing, algorithms, policies, or rules for access.
There are other alternatives in the form of open APIs. APIs enable organisations to expose certain capabilities to external developers and partners (De, 2023). This can facilitate integration and ecosystem development and enable the organisation to maintain ownership of key assets. However, there needs to be robust security, documentation and governance for open interfaces. Traditional pipeline models are still applicable in situations where organisations need a high level of control over the production process, quality or intellectual property (Sun et al., 2023). So the question of whether all organisations should be a platform is not a strategic question. Rather, organisations need to identify what parts of their value proposition can be supported by a platform interaction.
[bookmark: _Toc240564185]3. Methodology
[bookmark: _Toc240564186]3.1 Research Design
The type of research used in this report is qualitative secondary research (Tisdell et al., 2025). Appropriate approach – the question is to consider the functioning of platform business models and ecosystem strategies in different sectors. There is no primary response from participants; the analysis is based on documentation of evidence.
[bookmark: _Toc240564187]3.2 Secondary Data Collection
Secondary information between 2018 and 2026 is taken into account. Sources include peer-reviewed journal articles, academic papers, conference papers, industry reports, reputable news portals and company websites. Concepts like multi-sided platforms, network effects, ecosystem orchestration and data-driven feedback loops are drawn from academic sources. The industry and company sources are examined to see the contemporary implementation.
[bookmark: _Toc240564188]3.3 Data Analysis
Thematic analysis (Squires, 2023) is used to analyse the accumulated secondary evidence. Relevant information is initially examined and oriented based on research aims. Then similar ideas are clustered together into more general ideas. Four themes are elicited from the evidence: platform architecture and network effects, ecosystem orchestration and industry boundary changes, governance, competition and regulation, and monetisation and platform transition. Thematic analysis is appropriate as it contains varying types of documents. These are such a variety of academic literature, corporate disclosures and industry reports. By using this approach, common patterns and differences between the different models of platforms can be identified.
[bookmark: _Toc240564189]4. Findings
4.1 Theme One: Platform Architecture, Network Effects and Data Feedback Loops
The evidence reveals that platform architecture has been able to generate value by associating different groups of participants. Apple is very transparent with its ecosystem (devices + OS + developers + consumers). The App Store is a platform that connects developers with users.  Apple's broader ecosystem facilitates the connection between applications, hardware, and services (Apple, 2026). India provides a good idea of how big this ecosystem is from an economic perspective. A study conducted by Professor Viswanath Pingali, Indian Institute of Management, Ahmedabad, and commissioned by Apple, found that the App Store economy generated ₹44,447 crore of billings and sales in India alone in 2024. The study also revealed that over 94% of this trade went to developers and businesses, not Apple, which did not receive any commission (The Hindu, 2025). It also said that the earnings of the developers from India have tripled in the past five years across the globe.  This is an example of how a platform can generate value, not only for the owner of the platform, but also for others. Users can access applications, and developers can access customers. A larger ecosystem provides Apple with a more powerful platform that can help further demand for Apple devices and services.
Indirect network effects are also illustrated in the model. More variety of applications with more developers. Increased diversity in what's available can make the ecosystem more appealing to consumers. Then, thanks to a larger consumer base, the commercial attractiveness of the platform for developers is increased (Panico and Cennamo, 2022). Uber shows the same process in the case of mobility and delivery. According to its annual report for 2025, it is a platform that matches consumers with drivers, restaurants, grocers, merchants, couriers and shippers/carriers. As of December 2025, it had a presence in over 15,000 cities (Uber Annual Report, 2025). According to the company, its network gets smarter and smarter after each trip.  This is a way to represent the correlation between the scale of the platform and data. All transactions can provide demand prediction, matching, routing and pricing information. Uber calls these the "key features of its proprietary marketplace technology.
4.2 Theme Two: Ecosystem Orchestration and Industry Boundary Expansion
The evidence suggests that platform strategies can help existing organisations to transcend the traditional industry structure. Siemens offers a solid industrial case study. Siemens introduces Siemens Xcelerator as an open digital business platform, which integrates Siemens products with certified third-party hardware, software and digital services (Siemens, 2026). The platform also provides an ecosystem and marketplace for customers, partners and developers. This model is a departure from the traditional supplier-customer model in industry to an ecosystem orchestration model. Siemens does not have to build each and every digital solution alone. Rather, additional technologies can be supplied by outside organisations.
Siemens said there were roughly 1000 offerings from over 400 sellers around the world in Xcelerator by 2024. The company also has over 200 references from India (Siemens Press 2024). This gives proof that an industrial platform can be scaled up by ecosystem participation. The orchestration model can be further illustrated by partnerships. The model can also go beyond the boundary of Industrial Technology. The Xcelerator ecosystem creates a platform comprising hardware, software, digital services, APIs and partner capabilities. Siemens offers API products which can be integrated with other systems (Siemens, 2026). The ecosystem coordinator is a traditional industrial entity that develops itself using this approach. Thus, integration capability may become a key element of its competitive position, in addition to the ability of individual products.
4.3 Theme Three: Governance, Competition and Regulatory Scrutiny
Governance issues are also created by the expansion of the platform. Platforms can also be important intermediaries, and their terms of trade can impact other businesses' access to the market. Apple offers a pertinent instance. In January 2024, Apple announced changes to iOS, Safari, and the App Store in the European Union (EU) as a result of the Digital Markets Act (Kollnig, 2026). Along with over 600 new APIs, the adjustments encompassed new app distribution choices and alterations in app analytics and funds. 
This is a show of the tension between platform control and ecosystem openness. Security, privacy and quality protection needs can be achieved through platform governance mechanisms. Regulators can at the same time strive to make sure platform regulations do not overly limit competition. These platforms become even more important as they amass data and market power (Gleiss et al., 2023). The link between competition policy and data protection is an important challenge of digital ecosystems as identified by academic research. Digital platforms have the ability to gather information from many marketplaces and can capitalise on this information in ways that traditional companies might not be able to.  Thus, it is impossible to abstract the platform strategy from regulation (Kuan and Lee, 2023). For organisations wanting to create platforms, it is essential to take competition, data protection, cyber security, interoperability and consumer protection into account from the start.
4.4 Theme Four: Monetisation and Scalable Platform Transition
The results show that there are various ways in which platforms can monetise ecosystems. These are transaction fees, subscriptions, ads, commissions, premium features, licensing, API access and complementary products. A perfect example of ecosystem monetisation is the relationship between the hardware, software and services that Apple has among its offerings. Economically, the App Store also contributes to the value of the developers and businesses (Apple, 2026). This developer activity shows that monetisation of the ecosystem can be achieved not just through product sales. 
Siemens has another type of model. Xcelerator serves as a marketplace for digital products and services, and offers partners support to reach industrial customers. Its API products can also be utilised as digital offerings via integration (Siemens, 2026).  Uber has transaction-based monetisation in mobility, delivery and freight. The platform enables trading between various trading parties and applies proprietary technology to handling matching and pricing/logistics.  The above cases show that monetisation should be subsequent to the ecosystem value and not as a standalone financial mechanism. With the creation of valuable interactions on the platform, multiple revenue streams can arise.
[bookmark: _Toc240564190]5. Discussion
[bookmark: _Toc240564191]5.1 Discussion of the Results
The results proved that platform business models are a good choice to foster agility of the business as they enable organisations to coordinate resources across their organisational boundaries. Traditional businesses can rely on their in-house skills. Platforms can have external developers, suppliers and partners extend their capabilities (Haki et al., 2024). The most effective strategic advantage is provided when all four mechanisms are present. Firstly, the platform should have reliable infrastructure to interact. Second, network effects have to be able to draw in more players. Third, the data needs to be transformed into improved services. Fourth, governance needs to have trust and quality. The cases also illustrate that it is possible for different types of platforms to coexist. Apple is a fairly closed world. Siemens is embracing an open industrial ecosystem. Uber arranges a network of service providers. Don't just assume that these models are all equal. The right structure is dependent on the industry, assets, regulatory landscape and strategic goals of the organisation.
There's an important trade-off between the proprietary and the open. Increased control can be used to help ensure quality, security and a consistent customer experience. But over-control can make ecosystems less participatory. Openness can help speed innovation and can heighten governance and cybersecurity risks. There are still benefits to traditional pipeline businesses. They can possess significant know-how and built supplier relationships and the control of quality (Skeete and Shaikh, 2025). Hence, there's no need to sacrifice the capabilities of a pipeline when transforming to a platform. A blended approach might be more suitable during the transition period. An organisation can keep all the core production activities and build a platform around customer interactions, data and extra services. The results also suggest that the competitive relationships can change as ecosystems grow. A traditional competitor can take a back seat to a technology partner and/or a platform orchestrator (Lingens and Huber, 2023). Organisations should thus watch the competitor, suppliers, technology providers and potential complementors at the same time.
[bookmark: _Toc240564192]5.2. Cost-Effective Platform Transition Roadmap
Stage 1: Identify the Platform Opportunity
The first phase should be to define business activities where there are multiple engagements between various groups of participants. Stakeholders, customers, suppliers, partners and developers should be mapped by the organisation. It should then pinpoint where digital interaction can add value (Martínez-Peláez et al., 2023). The organisation should not try to do everything at once. It is recommended that one high-value interaction be chosen as the initial platform use case.
Stage 2: Create an API 
The second phase should create a stable technological base. Where appropriate, existing systems should be integrated via API. Data needs to be standardised and governed prior to being published to internal or external users. Cloud infrastructure can help achieve scalability and minimise the initial heavy investment in physical technology infrastructure (Arogundade and Palla, 2023). The organisation should also put in place cyber security, identity management and data protection controls.
Stage 3: Minimum Viable Ecosystem approach
Then, the organisation should create a small ecosystem with selected customers and partners. A goal should be to determine if participants are getting value out of the platform. Limited partners can help minimise governance issues. Feedback is needed to enhance the platform before expansion to a larger audience.
Stage 4: Create Network Effects
After the platform has proven its worth, the organisation should aim to grow the platform. This can include partner incentives, developer tools, streamlined adoption and discovery processes. The platform should track metrics like partner retention, customer engagement and repeat usage, active participants and transaction frequency. These can indicate if network effects are forming.
Stage 5: Monetisation process 
The monetisation model should be implemented only after the platform has established a certain value for its users. Subscription fees, transaction fees, premium APIs, commissions or complementary services are all possible ways for the organisation to monetise the service, depending on the model (Chejarla, 2025). The level of charges to the participants should not be too high, as they will limit the growth of the ecosystem during the initial stages.
Stage 6: Govern the ecosystem
The last step is to expand the platform across markets and business areas. Governance should include partner standards, cybersecurity, data protection, API management, service quality and regulatory compliance (Naik, 2023). The organisation should also create a platform governance team which will be tasked with finding the balance between openness and control. This will enable ecosystem development without imposing an unpalatable level of operational or regulatory risk.
[bookmark: _Toc240564193]7. Conclusion
Platform business models are a key enabler of value in the digital economy. Their value lies in the fact that they can link several groups of participants together and provide interactions which could not be accomplished by the traditional pipeline approach. There are potential mechanisms for direct and indirect network effects to boost platform growth, and mechanisms for data-driven feedback loops to enhance service quality and decision-making. We’ve examined the examples of Apple, Siemens and Uber, which show varying platform orchestration models. Apple demonstrates the power of a closed ecosystem to tie together hardware, software, developers and customers. With Xcelerator, Siemens shows how an established industrial organisation can create an open ecosystem. A great example of Uber is a platform infrastructure to connect consumers, service providers, merchants and logistics participants in a number of markets. The analysis also indicates that there are key trade-offs to consider in the transformation of a platform. Proprietary platforms provide control, but they are costly to invest in.
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