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The rapid proliferation of platform business models has fundamentally reshaped global economies, 

with network effects and institutional legitimacy emerging as cornerstones of sustainable platform 

dominance. This study explores how these two forces interact to influence platform scalability, 

regulatory acceptance, and long-term market entrenchment, using Malaysia’s platform economy—

with a particular focus on Grab—as a case study. Through a multi-theoretical approach, integrating 

institutional theory, platform economics, and behavioral economics, this research applies a PESTLE 

framework to dissect the socio-political, economic, and technological forces shaping platform 

sustainability. Empirical analysis of regulatory policies, market reports, and consumer behavior data 

illustrates how Grab’s strategic regulatory engagement, cultural adaptation, and gig labor policies 

contributed to its dominance, while Uber’s inability to navigate Malaysia’s socio-political landscape 

led to its exit. The study underscores the synergistic relationship between network externalities and 

regulatory legitimacy, arguing that sustainable platform leadership necessitates not only 
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Introduction 

The Platform Business Model has emerged as a transformative force 

in the global digital economy, redefining value creation by connecting 

producers and consumers through decentralized ecosystems (Acs et al., 

2021; Jia et al., 2023; Parker et al., 2016). Unlike traditional linear 

businesses, platforms such as Grab, Airbnb, and Alibaba thrive on 

network effects, where the value of the service escalates exponentially 

with user participation. However, achieving Product-Market Fit 

(PMF)—aligning a platform’s value proposition with market demand—

is fraught with complexities, particularly in socio-politically diverse 

markets like Malaysia. Globally, only 30% of startups achieve PMF (CB 

Insights, 2023; Quickfox Technologies, n.d.), and for platforms, this 

challenge is magnified by the need to balance dual-sided markets, 

regulatory landscapes, and cultural nuances.   

Malaysia, a multicultural nation with a digital economy projected to 

contribute 25.5% to GDP by 2025 (Chong, 2023; MDEC, 2025), 

exemplifies the interplay of opportunity and risk inherent in platform 

ecosystems. While the country’s internet penetration rate of 89.6% 

(MCMC, 2023) and a burgeoning gig workforce of 1.3 million workers 

(DOSM, 2023) present fertile ground for digital platforms, socio-political 

factors such as stringent data localization laws, ethnic diversity, and 

labor rights debates create unique barriers to PMF. For instance, Grab’s 
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dominance in Malaysia’s ride-hailing market (80% share) contrasts 

starkly with Uber’s 2018 exit, underscoring the criticality of socio-

political alignment (Kurniawati et al., 2021; Lee, 2024).   

The Business Model Canvas (BMC) (Osterwalder & Pigneur, 2010) 

provides a foundational framework for dissecting platform strategies, 

yet its application in dual-sided markets demands bifurcated analysis. 

Platforms must cater to producers (e.g., drivers, hosts) and consumers 

simultaneously, ensuring equilibrium in incentives, pricing, and trust 

(Lima & Baudier, 2017). Research reveals that platforms failing to 

synchronize these groups face a 52% higher risk of collapse within their 

first three years (McKinsey& Company, 2021). In Malaysia, platforms 

like Foodpanda faced backlash in 2021 when unilateral pay cuts 

triggered rider strikes, eroding PMF and highlighting the fragility of 

labor relations (Choong, 2021).   

Socio-political challenges are further compounded by Malaysia’s 

regulatory frameworks. The Personal Data Protection Act (PDPA) 

mandates local data storage, increasing operational costs but enhancing 

user trust (Department of Personal Data Protection, 2010). Meanwhile, 

the E-Hailing Regulation (2020) requires drivers to obtain PSV licenses, 

a policy Grab navigated by subsidizing compliance costs—unlike Uber, 

which resisted similar mandates in Indonesia and faced market 

expulsion (Izham, 2018; Oviedo et al., 2021). Such regulatory agility is 

pivotal; platforms operating in ASEAN markets face 43% higher 

compliance costs compared to Western counterparts (WEF, 2024), 

necessitating localized strategies to sustain PMF.   

Cultural dynamics also play a decisive role. Malaysia’s Muslim-

majority population (61.3%) demands culturally attuned services, 

prompting Grab to launch Grabfood, offering halal-certified deliveries 

during Ramadan (Grab Malaysia, 2020; Yunoos, 2024). Conversely, 

platforms neglecting ethnic diversity—such as Uber’s initial refusal to 

support cash payments in a nation where 33% of adults remain 

unbanked (Alvarez & Argente, 2020; World Bank, 2021)—risk alienating 

critical demographics. Studies indicate that Malaysian consumers prefer 

platforms that reflect local values (NielsenIQ, 2017), emphasizing the 

link between cultural resonance and PMF.   

This article employs a PESTLE framework to dissect Malaysia’s 

macro-environmental landscape, integrating institutional theory 

(DiMaggio & Powell, 1983) and network effects (Van Alstyne et al., 2016) 

to analyze how platforms like Grab achieve PMF through socio-political 

agility. The study provides practical insights for platform executives 

navigating emerging markets by comparing Malaysia's regulatory, 

cultural, and labor dynamics to worldwide benchmarks. Ultimately, the 

synthesis of data-driven strategies and localized adaptation emerges as 

the cornerstone of sustainable platform success in the digital age.   

Method 

This study employs a multi-theoretical approach, integrating 

institutional theory, network effects, and platform economics to analyze 

the interplay between regulatory legitimacy and user adoption in 

Malaysia’s platform economy. Using a PESTLE framework, the research 

dissects political, economic, social, technological, legal, and 

environmental factors that shape platform scalability and resilience. 

Empirical data from market reports, regulatory policies, and consumer 

behavior studies provide a grounded analysis of Grab’s strategic 

maneuvers. A comparative case study between Grab and Uber in 

Malaysia further elucidates the role of localized adaptation and 

regulatory engagement in platform sustainability. This strategy 

guarantees a thorough, data-driven examination of the variables 

influencing platform dominance in Malaysia by combining economic 

models, institutional legitimacy frameworks, and behavioral insights. 

The Platform Business Model and Business Model Canvas (BMC) 

The platform business model is not just an economic construct—it is 

a transformative force reshaping industries, economies, and societies. 

Platforms thrive on their ability to facilitate interactions between two or 

more interdependent user groups, typically producers and consumers. 

Whether it’s Grab seamlessly connecting riders with drivers or Airbnb 

bridging the gap between travelers and hosts, platforms orchestrate 

exchanges that create immense value by solving inefficiencies in 

traditional markets (Parker et al., 2016). However, their success is neither 

accidental nor inevitable; it hinges on a delicate and dynamic 

equilibrium, which the Business Model Canvas (BMC) (Osterwalder & 

Pigneur, 2010) helps to structure and optimize. 

Platforms are not just businesses; they are ecosystems that redefine 

how value is created and exchanged. Unlike traditional pipeline 

businesses, which rely on linear supply chains, platforms leverage 

network effects to scale exponentially (Cusumano et al., 2019). A well-

architected platform doesn’t merely serve users—it compels 

engagement, fosters loyalty, and continuously enhances value. 

Companies like Uber, Gojek, and Airbnb have disrupted entire 

industries not by owning assets but by orchestrating access to them, a 

fundamental shift that has upended traditional notions of competitive 

advantage. 

The BMC provides a structured lens through which to analyze and 

refine platform strategies. Unlike traditional businesses, platforms must 

balance dual relationships: they must attract and retain both supply-side 

participants (producers) and demand-side users (consumers). Each 

component of the BMC must therefore be bifurcated to reflect this 

complexity: 
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• Value Propositions: The heart of a platform’s success lies in creating 

compelling value for both sides. For instance, Grab ensures 

affordability and convenience for riders while simultaneously 

offering drivers flexible earning opportunities. Without a strong, 

differentiated value proposition for both user groups, platforms 

struggle to gain traction (Parker et al., 2016). 

• Customer Segments: The key challenge for platforms is balancing 

incentives to ensure healthy participation from both producers and 

consumers. For example, Gojek’s success in Indonesia stemmed from 

strategic driver bonuses and localized incentives, whereas Uber’s 

initial one-size-fits-all approach faltered in many emerging markets 

due to misaligned expectations (Olayode et al., 2023). 

• Revenue Streams: Unlike traditional businesses, platforms often 

generate revenue through multiple channels, such as commissions, 

subscription fees, advertising, or data monetization. A crucial insight 

from Airbnb’s growth strategy is that diversifying revenue models 

can shield platforms from economic downturns and regulatory 

changes (Zervas et al., 2017). 

A platform’s journey to sustainability is fraught with challenges, and 

PMF is the ultimate litmus test. Platforms must solve the notorious 

"chicken-or-egg" problem: without a sufficient number of producers, 

consumers will not join, and without consumers, producers see no 

incentive to participate (Evans & Schmalensee, 2016). Many platforms 

fail not because the idea lacks merit but because they cannot synchronize 

the growth of both sides effectively. 

To overcome this, successful platforms employ creative growth 

hacks, strategic subsidies, and hyper-localized strategies. For instance, 

Airbnb initially overcame supply shortages by manually recruiting hosts 

and enhancing their listings with professional photography—a 

seemingly small intervention that massively increased user engagement 

and bookings (Gallagher, 2017). Similarly, Uber’s aggressive driver 

incentive programs in new markets ensured an immediate supply of 

rides, reducing wait times and enhancing the consumer experience, 

which in turn attracted more users (Calo & Rosenblat, 2017; Horan, 

2017). 

The platform business model is a game-changer, but it is also 

unforgiving. It rewards those who deeply understand the intricacies of 

network effects, dual-market orchestration, and strategic iteration. The 

BMC serves as a vital compass, ensuring that platforms do not just grow, 

but grow in a way that sustains value for all participants. In an era where 

digital platforms dominate global markets, mastering this model is no 

longer an option—it is a necessity. 

 

The Platform Business Model and The Business Model Canvas (BMC) 

The platform business model is one of the most transformative 

economic forces of the digital era, fundamentally reshaping how value 

is created and exchanged. Unlike traditional linear businesses, platforms 

thrive by facilitating interactions between multiple user groups—

typically producers and consumers—leveraging network effects to 

generate exponential growth (Parker et al., 2016). This dynamic dual-

sided nature introduces both unparalleled opportunities and unique 

challenges in achieving Product-Market Fit (PMF). 

To effectively structure and strategize platform growth, the Business 

Model Canvas (BMC) (Osterwalder & Pigneur, 2010) serves as an 

essential tool, providing a visual framework that encapsulates key 

operational and strategic elements. Unlike its traditional applications, 

the BMC for platforms must be adapted to address two distinct customer 

segments: the producers (e.g., Grab drivers, Airbnb hosts) and the 

consumers (riders, guests). Each component of the BMC, including 

Value Propositions, Customer Segments, and Revenue Streams, must be 

carefully balanced to maintain a seamless, self-sustaining ecosystem: 

• Value Propositions: Platforms must deliver unique, mutually 

reinforcing benefits to both sides. For example, Grab offers 

consumers affordable, reliable rides while simultaneously providing 

drivers with flexible income opportunities. The strength of this dual 

value proposition determines the platform's viability and long-term 

growth. 

• Customer Segments & Relationships: A platform must cater to two 

interdependent user groups, ensuring equilibrium. A 

misalignment—such as an excess of drivers but insufficient riders—

can erode user trust and engagement, creating what is often termed 

the “chicken-or-egg” problem (Evans & Schmalensee, 2016). Gojek, 

for instance, effectively balanced supply and demand in Indonesia 

through targeted driver incentives, while Uber’s standardized 

approach failed in diverse markets, leading to significant operational 

setbacks (Parker et al., 2016). 

• Revenue Streams: Sustainable monetization strategies must consider 

the economic realities of both user groups. Platforms generate 

revenue through commissions, subscriptions, or advertising, but an 

overly aggressive fee structure—such as Foodpanda’s controversial 

pay cuts in 2021—can alienate core participants and threaten PMF 

(Bernama, 2021). 

Achieving PMF in platforms is an intricate process of aligning these 

dual-sided components. If a platform fails to synchronize producer and 

consumer adoption, it risks stagnation or collapse. This challenge is 

particularly pronounced in emerging markets like Malaysia, where 

socio-political factors significantly impact platform viability. 
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Socio-Political Challenges in Achieving PMF 

Unlike traditional businesses, platform companies navigate complex 

socio-political landscapes that can either accelerate or hinder their 

growth. In Malaysia, digital platforms operate within an intricate web of 

regulatory policies, cultural expectations, and labor dynamics, which 

necessitate strategic adaptation. 

Regulatory Compliance and Political Factors 

Government regulations play a pivotal role in shaping platform 

strategies. While regulatory frameworks aim to enhance consumer 

protection and economic equity, they also introduce significant 

operational challenges: 

• E-Hailing Regulation (2020): The Malaysian government 

mandated that all e-hailing drivers acquire a Public Service 

Vehicle (PSV) license, undergo vehicle inspections, and obtain 

appropriate insurance coverage (Izham, 2018). Grab swiftly 

adapted by subsidizing drivers’ licensing costs, ensuring 

compliance while maintaining driver retention. In contrast, 

Uber’s resistance to similar regulatory demands in Jakarta led 

to its exit from the Indonesian market, demonstrating the critical 

importance of regulatory agility (Kevin, 2014). 

• Data Localization & Privacy Laws: Malaysia’s Personal Data 

Protection Act (PDPA) requires platforms to store Malaysian 

user data within the country, increasing compliance costs but 

enhancing trust and cybersecurity (HewardMills, 2025). While 

such regulations protect consumer rights, they also impose 

financial burdens that smaller platforms may struggle to 

accommodate. 

Social and Cultural Dynamics 

Beyond legal constraints, platforms must navigate deeply 

ingrained cultural norms and social attitudes that influence user 

adoption: 

• Gig Economy Perceptions: While urban youth increasingly 

embrace ride-hailing services, older demographics often prefer 

traditional taxis due to skepticism regarding app-based services 

(Abdul Rahim et al., 2021). Overcoming such barriers requires 

sustained trust-building efforts, including transparency in 

pricing, safety measures, and customer education campaigns. 

• Religious and Cultural Sensitivities: Platforms operating in 

Muslim-majority Malaysia must align with religious values to 

drive user engagement. Recognizing this, Grab introduced 

Grabfood a Ramadan-specific initiative that provided halal food 

bazaar Ramadan delivery options and driver incentives tailored 

to Muslim drivers (Dashmote, 2024; Grab Malaysia, n.d.; 

WARC, 2024). Such culturally attuned strategies foster brand 

loyalty and deeper market penetration. 

Labor Rights and Economic Equity 

The rapid expansion of the gig economy has ignited global 

debates about labor rights, and Malaysia is no exception. Despite 

providing flexible employment, platforms often face criticism over 

inadequate worker protections: 

• Lack of Social Security Benefits: Unlike traditional employees, 

gig workers in Malaysia do not receive employment benefits 

such as EPF (Employees Provident Fund) or SOCSO (Social 

Security Organization) coverage, leaving them vulnerable to 

financial instability. 

• Worker Strikes and Platform Responsiveness: In 2021, 

Foodpanda faced severe backlash when delivery riders staged 

protests against pay reductions, undermining its public image 

and jeopardizing PMF (Yeong, 2022). In contrast, Grab’s 

proactive approach—offering accident insurance and COVID-

19 financial assistance through its “GrabCare” program—

helped sustain driver loyalty and operational stability (Tan, 

2020). 

The platform business model presents immense opportunities but 

requires meticulous balancing of economic, regulatory, and cultural 

forces. The BMC provides a strategic blueprint for platform businesses, 

but its application in emerging markets like Malaysia demands 

adaptability to socio-political realities. Successful platforms must 

proactively address regulatory compliance, cultural expectations, and 

labor rights to ensure sustainable growth. In a rapidly evolving digital 

landscape, those that align their business strategies with the needs and 

values of both their users and their operating environment will emerge 

as market leaders. 

PESTLE Analysis: A Strategic Imperative for Platform Market Fit (PMF) 

In the dynamic and ever-evolving platform economy, achieving 

Product-Market Fit (PMF) necessitates a holistic understanding of 

external macro-environmental forces. The PESTLE framework—

Political, Economic, Social, Technological, Legal, and Environmental 

factors—provides a structured approach for platforms to navigate these 

complexities, anticipate risks, and align their business models to ensure 

long-term sustainability. It can unearth the significant implications of 

PESTLE for platform scalability, flexibility, and resilience by examining 

each aspect using empirical facts and contextualizing it within 

Malaysia's digital environment. 
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Table 1. The PESTLE framework (Political, Economic, Social, 

Technological, Legal, Environmental) helps platforms 

preempt socio-political risks 

Factor Impact on PMF Malaysian Example 

Political Regulations on foreign 

ownership (e.g., Grab’s 

acquisition of Uber’s SEA 

operations required 

government approval). 

Grab strategically fuels 

economic empowerment and 

innovation in Penang, enhancing 

its credibility and regulatory 

favor (Malaysian Business, 2025 

Economic Income inequality affects 

pricing strategies. 

Grab offers tiered services 

(GrabCar, GrabBike) to cater to 

varied income segments. 

Social Ethnic diversity necessitates 

localized marketing. 

Grab’s app supports Malay, 

Chinese, and Tamil languages. 

Technological Digital infrastructure gaps 

in rural areas limit 

scalability. 

Collaboration with MDEC to 

expand 4G coverage in East 

Malaysia. 

Legal Compliance with 

Competition Act 2010 to 

prevent monopolies. 

Grab was fined RM86.77 million 

for anti-competitive practices 

(Wilayah, 2024). 

Environmental Sustainability trends 

influence consumer choices. 

Grab’s “Carbon Offset” feature 

allows users to mitigate ride 

emissions (Hicks, 2021). 

 

Political Factors: Regulatory Hurdles and Strategic Partnerships 

Government policies play a decisive role in shaping the operational 

landscape of digital platforms. Regulations on foreign ownership, data 

sovereignty, and market entry barriers significantly impact platform 

growth. For instance, when Grab acquired Uber’s Southeast Asian 

operations in 2018, Malaysian regulators scrutinized the merger to 

ensure compliance with national competition laws. To navigate these 

regulatory complexities, Grab strategically fuels economic 

empowerment and innovation in Penang, enhancing its credibility and 

regulatory favor (Malaysian Business, 2025). This exemplifies how 

political considerations are pivotal in shaping platform expansion 

strategies, necessitating proactive engagement with policymakers and 

strategic alliances to mitigate regulatory risks. 

Economic Factors: Income Disparity and Tiered Service Models 

Economic factors such as income inequality, inflation, and 

purchasing power influence platform pricing and service adoption. In 

Malaysia, where income distribution varies significantly across urban 

and rural demographics, platforms must cater to diverse financial 

capabilities. Grab exemplifies this adaptability by offering tiered 

services, such as GrabCar (premium rides) and GrabBike (affordable 

motorcycle taxis), ensuring accessibility across income segments. Studies 

indicate that tiered pricing strategies not only expand market reach but 

also enhance consumer retention by addressing varying affordability 

levels (Roberts & Babinard, 2014). Economic fluctuations further 

necessitate agile pricing models that align with consumer spending 

behavior to sustain PMF. 

Social Factors: Cultural Diversity and Localized Engagement 

Malaysia’s multiethnic society, comprising Malays, Chinese, Indians, 

and indigenous groups, underscores the importance of cultural 

sensitivity in platform operations. Language preferences, religious 

considerations, and localized marketing play a crucial role in user 

engagement. Grab’s app supports Malay, Chinese, and Tamil languages, 

ensuring seamless user interaction across ethnic groups. Moreover, 

localized promotional campaigns tailored to cultural festivities—such as 

Ramadan discounts or Chinese New Year ride incentives—enhance 

brand affinity. Research highlights that culturally inclusive platforms 

witness higher adoption rates and brand loyalty in diverse societies (Jan 

et al., 2024; Khalid & Yang, 2019). Thus, embracing social diversity is 

instrumental in optimizing PMF for digital platforms. 

Technological Factors: Infrastructure Limitations and Digital Inclusion 

Technological infrastructure, particularly digital connectivity and 

mobile penetration, dictates platform scalability. While urban Malaysia 

enjoys robust 4G and fiber-optic coverage, rural regions face digital 

accessibility gaps, limiting user acquisition in underserved areas. 

Recognizing this challenge, Grab collaborated with the Malaysia Digital 

Economy Corporation (MDEC) to enhance 4G network reach in East 

Malaysia, fostering digital inclusion (Grab Malaysia, 2018). Moreover, 

the integration of AI-driven recommendations and real-time analytics 

optimizes user experience, reinforcing engagement (Maspul & Putri, 

2025). As technological advancements dictate platform evolution, 

continuous innovation and infrastructure investments become 

imperative for sustained PMF. 

Legal Factors: Compliance and Market Conduct 

Regulatory frameworks shape market competitiveness, consumer 

rights, and operational ethics. Malaysia’s Competition Act 2010 aims to 

prevent monopolistic practices, ensuring fair market competition. In 

2021, Grab was fined RM86.77 million for anti-competitive practices, 

reinforcing the need for compliance vigilance (Wilayah, 2024). This case 

underscores the importance of legal foresight in platform governance—

failure to comply with antitrust laws can result in hefty penalties, 

reputational damage, and potential market exit. Therefore, platforms 

must adopt robust legal compliance strategies, including transparent 

pricing algorithms and fair competition policies, to secure regulatory 

legitimacy. 

Environmental Factors: Sustainability and Consumer Preferences 

Sustainability has become a defining factor in consumer decision-

making, influencing platform strategies. As environmental 

consciousness rises, users increasingly favor eco-friendly services. Grab 

introduced its “Carbon Offset” feature, enabling users to contribute 

towards ride emission mitigation, aligning with global sustainability 
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trends (Hicks, 2021). Research indicates that 74% of Southeast Asian 

consumers prefer brands that demonstrate environmental responsibility 

(Nielsen, 2023). Consequently, embedding green initiatives into 

platform operations not only enhances brand reputation but also aligns 

with regulatory shifts toward carbon neutrality. Platforms that 

proactively integrate sustainability measures bolster long-term 

consumer trust and market relevance. 

The PESTLE framework is not merely an analytical tool but a 

strategic imperative for digital platforms seeking to establish and sustain 

PMF. Platforms can traverse market uncertainties with resilience by 

anticipating political risks, reacting to economic fluctuations, embracing 

cultural diversity, capitalizing on technical improvements, maintaining 

legal compliance, and incorporating environmental sustainability. In an 

era where digital platforms dictate economic transformation, a well-

informed PESTLE strategy distinguishes successful platforms from 

those struggling to adapt. Embracing this multidimensional approach 

enables platforms to not only achieve PMF but also drive long-term 

industry leadership. 

Case Study: Grab vs. Uber in Malaysia 

The battle between Grab and Uber in Malaysia was not just a 

competition of technology or convenience; it was a defining moment in 

the evolution of ride-hailing, showcasing how deeply product-market fit 

(PMF) is intertwined with socio-political alignment, cultural sensitivity, 

and labor dynamics. Grab’s ability to embed itself into the Malaysian 

socio-economic fabric ultimately led to its dominance, capturing over 

80% of the market, while Uber’s missteps led to its 2018 exit. This case 

underscores the necessity of understanding not just what a market 

needs, but how to align with it holistically. 

Regulatory Engagement: The Decisive Factor in Market Endorsement 

Regulation is often perceived as a roadblock to innovation, but for 

Grab, it was an opportunity to build legitimacy and trust. Grab 

proactively engaged with Malaysian authorities, working 

collaboratively to shape the Public Service Vehicle (PSV) license 

framework. Grab gained government support and regulatory clarity, 

which were critical for long-term operational stability, by establishing 

itself as a partner in regulatory evolution rather than an adversary 

(Fallarme, 2021). 

In contrast, Uber’s resistance to regulatory constraints in Southeast 

Asia, particularly in Indonesia, led to government pushback and 

operational bans. Uber’s reluctance to conform to local regulatory 

frameworks highlighted a fundamental misalignment with the socio-

political landscape. This stark divergence in approach meant that while 

Uber struggled with suspensions and legal challenges, Grab thrived 

under a structured, compliant ecosystem. The result was a long-term 

competitive advantage that solidified Grab’s position as the dominant 

ride-hailing platform in Malaysia. 

Cultural Localization: The Key to User Adoption and Market Penetration 

Understanding and adapting to local consumer behavior is critical in 

emerging markets, where infrastructural and financial realities differ 

significantly from Western economies. One of Uber’s critical oversights 

was its rigid payment system, which initially relied exclusively on credit 

card transactions. This approach alienated a significant portion of 

Malaysia’s population, where 15% remained unbanked as of 2021 

(Ventura, 2021). The inability to accommodate cash payments created 

friction, limiting Uber’s accessibility and appeal among middle- and 

lower-income users. 

Grab, on the other hand, demonstrated a nuanced understanding of 

the Malaysian market by integrating widely used local payment 

solutions such as Boost and Touch ‘n Go e-Wallet, alongside offering 

cash transactions. This strategic move removed barriers to entry, 

enabling broader adoption among Malaysians across socioeconomic 

segments. Furthermore, by meeting consumers where they were—both 

monetarily and behaviorally—Grab increased its market penetration 

and reinforced its reputation as an accessible and inclusive service 

provider. 

Labor Relations: Fostering Driver Loyalty and Network Effects 

Ride-hailing platforms rely heavily on a delicate balance between 

demand (riders) and supply (drivers). The ability to retain drivers 

directly influences service availability, pricing, and overall user 

experience. Uber’s approach to driver management was deeply 

algorithm-driven, often prioritizing efficiency over flexibility. Rigid 

pricing models, frequent fare adjustments, and an impersonal approach 

to driver relations led to dissatisfaction and high churn rates. 

Conversely, Grab cultivated strong driver loyalty through a driver-

first strategy that prioritized well-being and financial incentives. 

Initiatives such as fuel discounts, performance-based bonuses, and 

flexible earning structures made driving for Grab a more attractive and 

sustainable option (Yaacoob et al., 2022). This focus on driver satisfaction 

resulted in lower churn rates and stronger network effects, ensuring a 

more reliable supply of drivers. As a consequence, riders experienced 

shorter wait times, better service quality, and a more consistent 

experience—factors that reinforced Grab’s competitive advantage. 

Grab’s triumph over Uber in Malaysia was not merely a function of 

superior technology but rather a masterclass in market adaptation. Grab 

established an unrivaled competitive moat by adhering to regulatory 

frameworks, integrating into local cultural and financial ecosystems, and 

cultivating good labor connections. Uber’s downfall in Malaysia, and 

broader Southeast Asia, serves as a cautionary tale for global technology 
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firms: success in new markets requires more than just a great product—

it demands deep, localized integration and a willingness to adapt to the 

socio-political and economic landscapes. Grab’s ability to embrace these 

realities ultimately cemented its position as the undisputed ride-hailing 

leader in Malaysia. 

Network Effects and Institutional Legitimacy – Theoretical Integration 

The success of digital platforms is not an accidental phenomenon but 

rather a calculated interplay of economic principles and institutional 

trust. Two foundational pillars underpin their expansion and 

dominance: network effects and institutional legitimacy (Van Alstyne et 

al., 2016; DiMaggio & Powell, 1983). These mechanisms serve as the 

bedrock upon which platforms like Grab in Malaysia thrive, shaping 

their growth trajectory and long-term sustainability. 

Network Effects: The Engine of Platform Growth 

At the heart of platform economics lies the principle of network 

effects, where the value of a platform increases with the number of users 

engaging with it (Katz & Shapiro, 1985). These effects are particularly 

potent in two-sided markets, such as ride-hailing services, where 

demand from riders fuels supply from drivers and vice versa, creating a 

self-reinforcing cycle (Rochet & Tirole, 2003). 

In Malaysia, Grab’s dominance can largely be attributed to cross-side 

network effects—a concept in which an increase in one group of users 

(e.g., riders) enhances the attractiveness of the platform for the other 

group (e.g., drivers) (Evans & Schmalensee, 2016). The larger the driver 

base, the shorter the waiting time for riders; conversely, a larger pool of 

riders ensures consistent earnings for drivers, encouraging more 

individuals to join the platform. These cyclical dynamics foster platform 

stickiness, making it increasingly difficult for competitors to displace 

Grab’s market position. Empirical evidence underscores this 

phenomenon: studies show that in platform-based markets, once a 

company reaches a critical mass of users, the probability of users 

switching to a rival service diminishes significantly due to embedded 

habits and switching costs (Parker et al., 2016). 

Grab has also leveraged same-side network effects, where the 

presence of more users within a single group enhances value for others 

in the same group (e.g., a larger driver base leading to more optimized 

routing and availability). Furthermore, by consistently refining its 

matching algorithms and incentives, Grab has assured that these 

network effects remain in its favor, effectively locking in consumers 

through convenience, dependability, and superior economic incentives 

(Rietveld & Schilling, 2021). 

Institutional Legitimacy: The Trust Factor in Market Dominance 

While network effects drive user adoption and engagement, they 

alone are insufficient for long-term platform sustainability. The 

institutional legitimacy of a platform—its ability to gain recognition, 

acceptance, and trust from regulatory bodies, businesses, and 

consumers—is equally critical (DiMaggio & Powell, 1983). Without 

legitimacy, even the most well-designed platforms risk regulatory 

pushback, consumer distrust, and eventual market rejection. 

In Malaysia, Grab has proactively cultivated legitimacy through 

strategic compliance and localized service offerings. A key example is its 

adherence to the Personal Data Protection Act (PDPA), which reassures 

users that their personal information is safeguarded. Data privacy 

concerns are among the leading barriers to digital adoption globally 

(Acquisti et al., 2015); thus, Grab’s strict compliance with data security 

standards enhances user confidence and reinforces its legitimacy in the 

market. 

Additionally, Grab has taken cultural and religious sensitivities into 

account, further strengthening its institutional legitimacy. The 

introduction of Shariah-compliant services, such as GrabCar Syariah, 

caters specifically to Muslim users, who constitute a significant portion 

of Malaysia’s population. This move aligns Grab’s business model with 

local values and norms, reducing resistance from both consumers and 

regulatory entities. Institutional theory suggests that organizations that 

align themselves with prevailing social and cultural expectations are 

more likely to gain legitimacy and achieve long-term sustainability 

(Scott, 1995). 

The economic rationale behind Grab’s legitimacy-building efforts 

extends beyond compliance—it is a strategic tool for differentiation and 

market entrenchment. Research shows that platforms perceived as 

ethically responsible and regulatory-compliant enjoy higher customer 

loyalty and reduced regulatory scrutiny (Suchman, 1995). Furthermore, 

companies that proactively align with institutional norms often 

experience favorable policy treatment, providing them with a regulatory 

moat against new entrants (North, 1990). 

The Synergy of Network Effects and Legitimacy: A Strategic Imperative 

The intersection of network effects and institutional legitimacy 

creates a reinforcing loop of platform resilience. As Grab expands its 

user base through network effects, its compliance and cultural 

sensitivity further solidify its standing in the market, reducing the 

likelihood of disruptive regulatory interventions. This dual-pronged 

strategy provides Grab with a competitive advantage that extends 

beyond price competition—it embeds the platform within Malaysia’s 

social and economic fabric. 

A data-driven perspective reveals the potency of this synergy. 

Studies indicate that platforms achieving both strong network effects 

and high institutional legitimacy demonstrate higher retention rates, 



K. A. Maspul, M. Ardhin  Journal of Business Management 2(3), 2025, 88–99 

95 

stronger market penetration, and increased revenue growth compared 

to those that focus solely on one factor (Parker et al., 2016). In the case of 

Grab, its ability to integrate these dimensions has not only cemented its 

dominance in Malaysia but also provided a blueprint for expansion into 

other Southeast Asian markets. 

The interplay between network effects and institutional legitimacy is 

fundamental to the success of digital platforms. Grab’s strategic 

maneuvering in Malaysia—leveraging cross-side and same-side 

network effects while simultaneously establishing institutional 

credibility—illustrates the powerful economic and behavioral dynamics 

at play. Understanding and applying these concepts can help platform 

organizations increase user engagement, earn regulatory trust, and gain 

long-term sustainable advantages in an increasingly competitive digital 

market. 

Strategic Leadership for Sustainable Platform Growth – Beyond Technology 

Achieving Product-Market Fit (PMF) in platform business models 

requires more than just technological innovation; it demands a deep 

understanding of the socio-political landscape, regulatory frameworks, 

and evolving consumer behaviors. The case of Malaysia demonstrates 

that strategic leadership—characterized by proactive regulatory 

engagement, cultural sensitivity, and equitable labor policies—is 

essential for sustaining long-term success. Platforms that fail to 

recognize these complexities risk not only regulatory hurdles but also a 

fragile market position susceptible to sudden shifts in policy, public 

sentiment, or economic conditions. 

A key takeaway from Malaysia’s experience is that regulatory 

collaboration should not be viewed as a constraint but as a strategic 

enabler. Forward-thinking platform leaders do not wait for 

policymakers to dictate the rules; instead, they engage with regulators 

early, co-develop industry standards, and shape policy in ways that 

balance innovation with public interest. Platforms that cultivate 

government connections might establish themselves as industry leaders 

rather than innovators facing opposition. For instance, in markets where 

regulatory uncertainty prevails, platforms that actively participate in 

drafting policies—rather than reacting to them—secure a more stable 

operating environment, allowing them to scale sustainably. 

Cultural adaptability is another critical determinant of PMF in 

diverse markets. Localized strategies, when executed effectively, go 

beyond mere translation of services—they align with deep-seated 

societal values, behaviors, and consumer expectations. In Malaysia, 

platforms that integrated halal logistics, multilingual customer support, 

and culturally sensitive marketing campaigns gained stronger consumer 

trust and loyalty. This highlights the need for platform leaders to adopt 

a glocalization mindset—thinking globally while executing locally. 

Beyond just adapting services to cultural norms, this approach fosters an 

emotional connection with users, making the platform a natural 

extension of their daily lives rather than an intrusive foreign entity. 

Additionally, the sustainability of a platform’s business model 

depends heavily on its treatment of gig workers, who form the backbone 

of most digital marketplaces. Many platforms prioritize rapid expansion 

over workforce well-being, leading to high churn rates and operational 

instability. However, those that invest in equitable labor policies—such 

as fair wages, social security contributions, skill development initiatives, 

and financial safety nets—cultivate a more stable and loyal workforce. 

In Malaysia, platforms that proactively offered such benefits not only 

improved gig worker retention but also gained a competitive edge by 

positioning themselves as ethical employers in a rapidly evolving labor 

market. 

From a broader perspective, platform businesses that embed 

institutional theory and PESTLE analysis into their Business Model 

Canvas (BMC) develop a stronger foundation for long-term resilience. 

The interconnected nature of political, economic, social, technological, 

legal, and environmental factors means that businesses must 

continuously adapt to external pressures while maintaining core value 

propositions. Strategic leaders acknowledge that achieving PMF is a 

continual process of market alignment, institutional negotiation, and 

stakeholder management, as outlined in the strategic recommendations 

below: 

Institutionalize Regulatory Partnerships 

Platform businesses should not only comply with regulations but 

actively shape them. Establishing advisory roles, participating in 

public-private dialogues, and engaging in industry consortiums help 

platforms maintain regulatory goodwill and reduce exposure to legal 

uncertainties. 

Develop a Market-Specific Customization Framework 

Platforms must adopt a structured approach to market entry and 

adaptation. This includes integrating cultural intelligence, 

ethnographic research, and behavioral economics into decision-

making. By tailoring services to local consumer psychology and 

regulatory landscapes, platforms can ensure higher adoption rates 

and sustainable market penetration. 

Build a Sustainable Gig Economy Model 

Workforce sustainability must be a strategic priority rather than 

a secondary concern. Offering transparent payment structures, 

insurance options, career progression opportunities, and financial 

literacy programs enhances platform stability while addressing 

growing labor rights concerns. 
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Integrate PESTLE and Institutional Theory into BMC Development 

Rather than viewing business model design solely through a 

revenue-driven lens, platform leaders must integrate macro-

environmental analysis and institutional frameworks to identify 

risks and opportunities. Platforms can maintain competitiveness in 

unpredictable marketplaces by constantly improving their value 

propositions, critical relationships, and income sources in reaction to 

external change. 

Platform organizations can move beyond the typical technology-

driven approach to PMF by adopting strategic leadership, regulatory 

foresight, cultural intelligence, and long-term labor policies. The future 

of platform scalability lies not just in technological excellence but in 

institutional agility, ethical responsibility, and an unwavering 

commitment to market alignment. Those who master these dimensions 

will not only achieve PMF but also establish themselves as enduring 

pillars of the digital economy. 

Conclusion 

The interplay between network effects and institutional legitimacy is 

a defining determinant of digital platform success, but its implications 

stretch far beyond immediate market dominance. The case of Grab in 

Malaysia underscores how a platform’s ability to cultivate both self-

reinforcing network growth and regulatory trust creates a dual-layered 

competitive advantage. These dimensions not only secure user retention 

and regulatory goodwill but also embed the platform within the socio-

economic fabric of the market, making it more resilient against policy 

changes, competition, and economic fluctuations. Future research 

should delve deeper into the causal relationships between network 

effects and institutional legitimacy, particularly exploring how 

government intervention, cultural nuances, and emerging technological 

paradigms like AI-driven trust mechanisms impact platform scalability 

across different regions. 

As digital ecosystems evolve, the sustainability of platform 

dominance will increasingly depend on the strategic integration of these 

foundational principles. Future studies should consider longitudinal 

analyses of platforms across markets with varying regulatory intensities, 

measuring how institutional alignment affects network growth over 

time. Moreover, a behavioral economics lens could further elucidate the 

psychological drivers of user trust and engagement within platform 

ecosystems. Ultimately, by transcending a purely economic view and 

embracing a multi-disciplinary approach, platform leaders, 

policymakers, and researchers can collectively shape a digital landscape 

that is not only profitable but also ethically and institutionally robust—

a necessity in the era of rapidly shifting global digital governance. 
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