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Digital Business Model & Revenue
Diversification Strategy Playbook 

  
A structured method for mapping revenue concentration risk, screening digital revenue
archetypes for genuine fit, and sequencing new revenue streams so they scale without
cannibalizing the core business.
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Overview

  

A revenue diversification playbook that screens digital business model archetypes for real
fit, pilots new streams against cannibalization risk, and sequences them into a funded
roadmap beyond the core.

How do we know if our revenue concentration is actually a risk? 

A useful rule of thumb is to flag any single product, channel, or customer segment above
roughly 25-30% of total revenue for explicit board-level risk discussion, though the right
threshold depends on switching costs and contract structure in your industry. The point isn't
a hard number — it's making sure the concentration is a deliberate, monitored strategic
choice rather than an unexamined byproduct of how the business grew.

Which digital revenue archetype is right for us? 

It depends entirely on what assets your core business has already built — a strong existing
customer data asset points toward data monetization, an established two-sided relationship
points toward marketplace models, and product usage data points toward usage-based
pricing. Chasing an archetype that doesn't match your existing assets is the most common
reason digital diversification pilots stall regardless of how promising the model looks in
theory.

How do we handle channel conflict when a new digital model threatens existing sales
relationships? 
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Address it explicitly before launch, not after: identify exactly which existing incentive
structures the new model disrupts, and redesign compensation or account assignment so
the channel has a genuine stake in the new model's success rather than a reason to
undermine it. Kestrel Machinery's approach — sharing usage revenue with dealers rather
than routing around them — is a common and effective pattern.

How big should the first pilot be? 

Narrow enough to get real customer and revenue data quickly — a single region, segment,
or product line, not a company-wide rollout. The goal of the first pilot is to test a specific unit
economics hypothesis with real stakes, not to prove the model works everywhere at once.

What infrastructure do we actually need before piloting? 

Only what the pilot's specific scope requires — often existing data or manual processes can
substitute for automated billing or a full data platform at pilot scale. Building the complete
infrastructure a full-scale launch would eventually need, before the unit economics are
proven, is the most common way these initiatives become expensive sunk costs that are
hard to kill even when the pilot data doesn't support scaling.

{ "@context": "https://schema.org", "@type": "FAQPage", "mainEntity": [ { "@type":
"Question", "name": "How do we know if our revenue concentration is actually a risk?",
"acceptedAnswer": { "@type": "Answer", "text": "A useful rule of thumb is to flag any single
product, channel, or customer segment above roughly 25-30% of total revenue for explicit
board-level risk discussion, though the right threshold depends on switching costs and
contract structure in your industry. The point isn't a hard number — it's making sure the
concentration is a deliberate, monitored strategic choice rather than an unexamined
byproduct of how the business grew." } }, { "@type": "Question", "name": "Which digital
revenue archetype is right for us?", "acceptedAnswer": { "@type": "Answer", "text": "It
depends entirely on what assets your core business has already built — a strong existing
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customer data asset points toward data monetization, an established two-sided relationship
points toward marketplace models, and product usage data points toward usage-based
pricing. Chasing an archetype that doesn't match your existing assets is the most common
reason digital diversification pilots stall regardless of how promising the model looks in
theory." } }, { "@type": "Question", "name": "How do we handle channel conflict when a
new digital model threatens existing sales relationships?", "acceptedAnswer": { "@type":
"Answer", "text": "Address it explicitly before launch, not after: identify exactly which
existing incentive structures the new model disrupts, and redesign compensation or account
assignment so the channel has a genuine stake in the new model's success rather than a
reason to undermine it. Kestrel Machinery's approach — sharing usage revenue with dealers
rather than routing around them — is a common and effective pattern." } }, { "@type":
"Question", "name": "How big should the first pilot be?", "acceptedAnswer": { "@type":
"Answer", "text": "Narrow enough to get real customer and revenue data quickly — a single
region, segment, or product line, not a company-wide rollout. The goal of the first pilot is to
test a specific unit economics hypothesis with real stakes, not to prove the model works
everywhere at once." } }, { "@type": "Question", "name": "What infrastructure do we
actually need before piloting?", "acceptedAnswer": { "@type": "Answer", "text": "Only what
the pilot's specific scope requires — often existing data or manual processes can substitute
for automated billing or a full data platform at pilot scale. Building the complete
infrastructure a full-scale launch would eventually need, before the unit economics are
proven, is the most common way these initiatives become expensive sunk costs that are
hard to kill even when the pilot data doesn't support scaling." } } ] } 

Subscriber access

Unlock this playbook

This playbook — including every framework, template, and step-by-step section — is
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available free to Think Insights subscribers. Enter your email to unlock it instantly and get
our weekly insights newsletter. No account needed, and access is remembered on this
device.  
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Related playbooks

  
   

Strategy 

Data-Driven Strategy and KPI Design Playbook (Strategy Pyramid, Metrics
Framework)

A KPI design playbook that cascades mission and strategy down to a North Star metric and
a leading/lagging KPI tree, so every team dashboard connects to what th

Beginner
Beginner
Template Included
Workshop Ready

  Read playbook   

   

Strategy 

ESG & Sustainability Strategy Playbook

An ESG strategy playbook for running a double-materiality assessment, prioritizing issues by
impact and financial relevance, and translating results into target

Executive
Intermediate
Template Included

  Read playbook   
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Strategy 

Innovation Portfolio & Strategic Initiative Prioritization Playbook

A portfolio prioritization playbook using the Innovation Ambition Matrix and Three Horizons
model to classify, score, and rebalance strategic initiatives so res

Practitioner
Intermediate
Template Included
Workshop Ready

  Read playbook   

  
Talk to our strategy team
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Author

Mithun A. Sridharan   

I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management
Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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