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Executive Summary 
 

GreyPlay is an entrepreneurial initiative proposing a digital social gaming platform purpose-built 

for adults aged 75 and above. The platform integrates casual game discovery, voice and video 

calling, a personalized social feed, and an AI-powered navigation assistant into a single, easy to 

use application available on iOS, Android, and web. It does not develop original games, it 

functions as a curated social hub that simplifies access to existing game marketplaces while 

integrating a trusted peer community on top. 

The problem is acute and structurally underserved. Primary research (100 senior respondents 

and 65 care professionals across nine countries) confirms that 60% of older adults feel lonely at 

least once per week, with 36% experiencing loneliness several times per week (41% when 

including those who experience it daily). The critical insight is not the frequency alone, but the 

cause: 89% of respondents live at home and 43% live with family, yet loneliness persists, proving 

the deficit is not physical isolation but the absence of meaningful and freely chosen peer 

engagement. Existing digital solutions address communication volume, but none address the 

quality and peer-driven nature of social interaction that actually addresses the loneliness. 

The market opportunity is substantial and largely unaddressed. The TAM is 22 million digitally 

active adults aged 65+ in the United States. The SAM (digitally active adults aged 75+ living 

independently) stands at 8.8 million. The SOM target of 440,000 users by Year 5 represents 5% 

SAM penetration, delivered primarily through a B2B institutional channel (69% of care 

professionals express adoption interest), family-mediated referrals (79% of families would 

configure the platform for a parent), and physician referrals from Year 2. 

The business model combines a $7.99/month freemium subscription with B2B institutional 

licenses at $2.99/user/month, a price point deliberately calibrated to the $5-10/resident/month 

social programming budget of senior living operators, the primary early institutional target. The 

five-year financial model projects a base case NPV of $1.14 million at a 12% discount rate (IRR: 

~37%), with operational cash flow break-even in Q3 of Year 4 and total funding required of $2.25 

million. 

The platform directly advances UN Sustainable Development Goals 3, 9, 10 and 11. Its impact is 

tracked over time using the well-established UCLA Loneliness Scale, which is integrated into the 

platform from the very beginning. 
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1. Introduction 
 

Population ageing is reshaping the social and economic landscape of advanced economies. The 

U.S. Census Bureau (2024) reports more than 61 million Americans aged 65 or older, projected 

to exceed 95 million by 2060. Those aged 75 and above (GreyPlay's primary target) is the fastest 

growing demographic segment. Globally, the WHO (2023) estimates that by 2050 the number 

of people aged 80 or over will triple, reaching 426 million worldwide. 

This demographic shift has produced a compounding social crisis. In 2023, the U.S. Surgeon 

General declared an epidemic of loneliness, citing health consequences equivalent to smoking 

15 cigarettes per day (HHS, 2023). Holt-Lunstad et al. (2015) documented a 26% increase in 

premature mortality from social isolation. The National Academies of Sciences (2020) estimated 

that senior social isolation costs Medicare an additional $6.7 billion annually. What makes this a 

venture opportunity rather than merely a social problem is the gap between the scale of the 

unmet need and the limitations of existing solutions: no commercially scaled platform currently 

combines social gaming, peer communication, and age-appropriate design for individuals aged 

75+ in a single product. 

Simultaneously, digital adoption among older adults has reached a meaningful threshold. 61% 

of adults aged 65+ use smartphones (Pew, 2023). 44% of Americans aged 50+ play digital games 

at least weekly (AARP, 2022). The infrastructure for digital social connection is already in place, 

what is missing is a platform that organizes that infrastructure around the kind of meaningful 

peer interaction that actually addresses loneliness. GreyPlay's role is not to introduce 

technology to seniors, it is to activate the social potential of technology they already possess. 

 

Central Research Question 

Is a digital social gaming platform designed for adults aged 75+ economically viable as a 
standalone entrepreneurial venture, and can it generate meaningful social impact at scale? 

 

Five specific objectives guide this project: 

1. Assess the size and dynamics of the addressable market through primary and secondary 

research. 

2. Identify key adoption drivers and barriers among older adults and institutional partners, 

validated through direct survey and interview evidence. 
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3. Design a coherent business model, value proposition, and go-to-market strategy 

tailored to this market. 

4. Evaluate financial feasibility through a five-year quantitative model with scenario 

analysis. 

5. Assess social impact and alignment with UN Sustainable Development Goals. 

 
The document follows the structure of a professional business plan, progressing from market 

research through strategy design to financial assessment, risk analysis, and social impact 

evaluation. All strategic decisions in this document trace explicitly to primary research evidence. 
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2. Lean Canvas 
 

The Lean Canvas below provides a one-page overview of GreyPlay's business model before the 

supporting research evidence is presented. Every cell is grounded in primary survey data 

developed in detail in subsequent chapters. 

 

Key  

Partners 

 

• Game studios & 
marketplaces 
(Steam, App Store) 

• Senior living 
communities 

• Telehealth & 
insurance firms 

• Cloud 
infrastructure 
(AWS) 

• Accessibility tech 
organizations 

Key  

Activities 

 

• Platform dev. & 
maintenance 

• Content curation 
& moderation 

• User onboarding 
& support 

• AI assistant 
training 

• B2B partnership 
development 

Value 
Propositions 

 

• Only platform 
combining gaming 
and social 
interactions made 
for adults aged 75+ 

• AI-guided 
navigation 

• Safe and 
moderated 
environment 

• Cognitive 
engagement & 
loneliness reduction 

• Simple and 
accessible design 

Customer 
Relationships 

 

• Onboarding 
tutorials & helpline 

• Family referral 
program 

• Community 
events 

• Newsletter & 
personalized feed 

• Feedback surveys 
and interviews 

Customer 
Segments 

 

• Primary: Adults 
aged 75+ (living 
independently) 

• Secondary: Adults 
65-74 (transitional) 

• Institutional 
(B2B): Senior living 
operators and 
community centers 

• Indirect: Adult 
children (who set 
up the platform for 
their parents) Key Resources 

 

• Proprietary UX/UI 
design 

• AI assistant layer 

• Editorial curation 
team 

• Brand trust & 
mission 

Channels 

 

• B2B: Senior living 
operators and 
community centers 

• Referral program: 
Physicians & family 

• Digital: Targeted 
Facebook / YouTube 
ads to adult 
children 

• PR: Loneliness 
awareness media 
coverage 

Cost Structure 

 

• Main personnel (lean team) 

• Platform development & maintenance 

• Customer support and AI assistant operation 

• Content moderation and trust/safety 

• Marketing and customer acquisition 

• Legal & compliance 

Revenue Streams 

 

• B2C: Premium subscription - $7.99/month 

• B2B: Institutional licenses - $2.99/user/month 

• Affiliate commissions from game referrals 

• Sponsored brand placements  

   (senior relevant categories only) 
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3. Market Research 
 

This chapter presents the complete market research framework for GreyPlay, integrating 

secondary research on demographics and the digital gaming industry, a competitive landscape 

analysis, primary survey research with both seniors and care professionals, structured consumer 

segmentation, and strategic assessments using SWOT and Porter's Five Forces. The primary 

research consists of an expert interview and two surveys: 65 care professionals (Survey A) and 

100 older adults (Survey B), collected across nine countries between January and April 2026. 

 

3.1 Secondary Research 
 

Demographic Context 

The U.S. Census Bureau (2024) reports 61.4 million Americans aged 65 or older (18.3% of the 

total population). The 75+ segment (GreyPlay's primary focus) comprises approximately 23 

million individuals, projected to grow to 34 million by 2040. Approximately 70% of adults aged 

75-84 and 50% of those aged 85+ live in community settings rather than institutional care 

(NCOA, 2023), making them accessible via consumer digital channels. Adults aged 55+ hold 70% 

of total U.S. household wealth (Federal Reserve, 2023) and account for over $8.3 trillion in 

annual economic activity (AARP, 2023). These structural facts (growing population, community-

dwelling, and high purchasing power) establish GreyPlay's market as commercially substantive. 

 

Market Tier Definition Size (Users) Sizing Basis 

Total 

Addressable 

Market (TAM) 

All adults 65+ in the US 

with internet access 

22,000,000 61M adults aged 65+;                 

61% digital adoption (Pew, 2023); 

~59% own smartphone 

Serviceable 

Addressable 

Market (SAM) 

Adults 75+ who are 

digitally active and 

living independently 

8,800,000 23M adults aged 75+;          

~50% independent living;    

~77% digitally active 

Serviceable 

Obtainable 

Market (SOM) 

SAM reachable in 

Years 1-5 given GTM 

strategy 

440,000 5% SAM penetration by Year 5 

via institutional + organic 

channels 

Table 1: TAM-SAM-SOM Market Sizing 

The 22M figure applies both digital activity and smartphone ownership filters sequentially as 
a conservative lower-bound estimate. Since these metrics are correlated the true TAM is likely 
modestly higher, the double-filter ensures only seniors who are in both are counted. 
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Digital Gaming Among Older Adults 

The Entertainment Software Association (2023) reports 65% of American adults play video 

games. AARP (2022) found 44% of adults aged 60-69 and 28% of those aged 70+ play digital 

games at least monthly. Most popular genres: card games (48%), puzzles (39%), word games 

(36%), and strategy games (24%). The strategic significance of these genre preferences is often 

undervalued: card games, puzzles, and word games are inherently turn-based, require no fast 

reaction time, and are cognitively stimulating without being demanding, making them ideally 

suited to asynchronous multiplayer. GreyPlay’s game promotion strategy is intentional, it 

reflects which genres are structurally compatible with the physical and cognitive characteristics 

of the target group. 

AARP (2022) found that 55% of older adult gamers prefer to play with others rather than alone, 

yet 79% play solo because no accessible social gaming channel exists. This gap (55% want social 

gaming, but only 21% get it) defines the commercial opportunity. It is not a market that needs 

to be convinced, it is a market that has been structurally underserved. 

 
PESTEL Analysis 

Factor Assessment Key Impact on GreyPlay 

Political Favorable The U.S. Surgeon General declared loneliness an epidemic in 
2023, while Medicare and Medicaid are beginning to explore 
reimbursements for digital wellness, and aging in place policies 
are helping reduce the need for institutional care. Together, 
these trends create strong momentum for solutions that can 
meaningfully reduce social isolation among older adults. 

Economic Favorable Older adults hold around 70% of U.S. household wealth. At the 
same time, the subscription economy has become widely 
accepted across age groups, and VC investment in AgeTech 
nearly doubled between 2019 and 2022 (PitchBook). There are 
some risks, particularly that economic downturns could reduce 
discretionary spending. However, this is partly offset by the low 
$7.99/month price point and the availability of a free tier. 

Social Highly 
Favorable 

Post-COVID awareness of loneliness has become mainstream, 
remote social interaction is now widely accepted, and there is 
growing intergenerational concern for older adults’ wellbeing, 
alongside a broader cultural shift toward active ageing. In Survey 
A, 64% of care professionals report near-universal loneliness, 
highlighting that the issue is widely recognized across society. 
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Technological Favorable Accessibility features on smartphones are improving, with tools 
like voice control and larger displays making devices easier to 
use. AI now enables highly personalized onboarding at very low 
marginal cost, while 5G is improving the reliability of video calls 
for seniors in rural areas. At the same time, cloud infrastructure 
is more commoditized, supporting a lean operating model. 

Environmental Neutral The platform has a minimal direct environmental footprint. By 
enabling remote social engagement, it can slightly reduce 
transport emissions compared to in-person alternatives, creating 
a modest positive environmental effect. 

Legal Moderate 
Risk 

CCPA and elder data privacy regulations mean strong 
compliance needs to be built in from the start. ADA digital 
accessibility standards are already being met through GreyPlay’s 
design-first approach. Looking ahead, laws aimed at preventing 
financial exploitation of older adults may require stronger fraud 
protection systems (GreyPlay’s scam alert AI is designed for this). 

Table 2: PESTEL Analysis 

 

3.2 Competitive Analysis 
 

The competitive landscape is assessed across senior communication platforms, casual gaming 

platforms, and general social networks. No existing player occupies the specific niche of 

integrated social gaming for adults aged 75 and above, a commercially uncontested first mover 

window that is unlikely to remain open beyond 3-5 years. 

 

Company Category Age Core Features Gap / Limitation Price 

 

Senior  
comm. 

75+ Video/voice; 
curated content 

No gaming; proprietary 
device ($99/mo) 

High 

 

Senior  
mobile 

65+ Urgent response; 
simplified phone 

No gaming; no peer 
social discovery 

High 

 

Social  
network 

All Messaging; groups; 
video calls 

Information overload; 
not age-adapted; privacy 
concerns documented 

Free 

 

Casual  
gaming 

35+ Puzzles; cards;  
word games 

No social layer; no 
calling; solo-only 
experience 

Freemium 

 

Gaming  
social 

18-35 Voice/chat while 
gaming 

Complex UX; no senior 
design; no curation; no 
safe environment 

Free 



  Capstone Project 

7 
 

 

 

 

Senior  
games 

50+ Browser games; 
puzzles 

No calling; no friend 
network; no guidance; 
no peer discovery 

Free 

 

Social  
gaming hub 

75+ Games + calls +  
AI + curated 
environment 

Purpose-built; 
integrated; only product 
combining all four pillars 

Free / 
$7.99 

Table 3: Competitive Landscape 

 
The competitive map reveals something more significant than a gap: each competitor solves one 

part of the problem and ignores the rest. GrandPad solves communication but ignores play. 

GameHouse solves play but ignores communication. Facebook attempts both, but fails at 

accessibility. The insight is not that these platforms are inadequate, it is that no one has 

recognized that seniors need the combination. GreyPlay's differentiation is structural, not 

incremental. 

 

3.3 Expert Interview 
 

Senior Social-Care Executive at Amavir (April 2026) 

As part of the primary research process, an expert interview was conducted with a senior 
social-care executive at Amavir (one of Spain’s leading elderly care organizations). The 
objective of the interview was to gather an experienced practitioner’s perspective on how 
loneliness affects older adults in residential care, understand the strengths and limitations of 
current interventions, and assess the potential relevance of a platform such as GreyPlay 
within professional care settings. 

 

The interview confirmed that loneliness remains a frequent and structural challenge among 

older adults, particularly among residents with limited family contact, reduced social networks, 

or infrequent visits. The interviewee explained that some of the most affected profiles are those 

who lack close relatives, have few external relationships, or struggle to build meaningful 

connections inside the residence. A particularly relevant insight was that seniors may still 

experience loneliness even when they receive regular visits or are physically accompanied. This 

suggests that loneliness should not be interpreted solely as the absence of people nearby, but 

also as the absence of meaningful emotional connection, purpose, or daily interaction. 

According to the interviewee, organizations such as Amavir already dedicate significant effort 

and resources to promoting wellbeing and social participation. Current initiatives include 

sociocultural activities, family events, seasonal gatherings, and collaborations with schools, 

volunteer groups, and community organizations. In some cases, centers also seek greater 
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integration with the surrounding community through open social spaces and external 

participation. These initiatives indicate that loneliness is already recognized as an important 

issue within the sector and that leading operators are actively investing in solutions. 

However, the interview also highlighted several limitations in existing approaches. Residents 

with advanced dementia, mobility restrictions, or cognitive decline cannot always participate in 

traditional activities, which creates the risk that some of the most vulnerable users benefit the 

least from current programs. Additionally, loneliness may intensify during specific periods such 

as weekends, when staffing levels can be lower and some residents receive fewer visits.  

When GreyPlay’s concept was presented, the interviewee considered it potentially valuable as 

a complementary tool to existing social and recreational activities. Rather than replacing human 

contact, the platform was seen as something that could reinforce engagement, create additional 

moments of interaction, and provide stimulation during lower-activity periods. The principal 

barriers identified were low digital familiarity among current older residents, the need for 

appropriate devices, and the importance of simple onboarding (most residents are in advanced 

age brackets, so usability and accessibility are essential factors for adoption). 

At the same time, the interviewee noted that digital adoption among seniors is gradually 

improving, stating that some residents already use smartphones, others request voice assistants 

such as Alexa, and certain centers have begun using tablets for music, videos, or cognitive 

stimulation exercises. This indicates that while adoption among today’s oldest residents may be 

gradual, future senior generations show much higher levels of comfort with technology, 

improving the long-term attractiveness of digital solutions in this space. One useful 

recommendation was to consider shared-use formats rather than relying exclusively on online 

interactions. Physical multiplayer sessions in large screen devices facilitated by caregivers and 

activity coordinators could make the platform more accessible for less digitally confident users 

while also increasing the social dimension of the experience. This insight is especially relevant 

for residential environments, where communal use cases may be more effective. 

Overall, the interview provided strong qualitative validation for the GreyPlay opportunity. It 

confirmed that loneliness is a real and persistent issue, that current solutions do not fully 

address all user needs, and that digital tools may offer meaningful additional support if designed 

with simplicity, accessibility, and assisted use in mind. The findings also suggest that institutional 

adoption would most likely begin through pilot programs, allowing organizations to test 

engagement, usability, and impact before broader implementation. 
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3.4 Survey A — Care Professionals (n=65) 
 

Methodology 

A structured survey was administered to 65 care professionals across nine countries: USA (38%), 

Spain (26%), Peru (26%), and others (10%). Respondents: nurses and healthcare assistants 

(26%), social workers (23%), facility administrators (20%), volunteer coordinators and activity 

coordinators (12%), and other care roles (19%). Facilities: residential care homes (25%), assisted 

living facilities (20%), home care organizations (15%), community senior centers (14%), and 

other settings (26%). The surveys were distributed in Spanish and English from January to April 

2026. The surveys were conducted using Google Forms, and Prolific was used to obtain 

responses from U.S. based participants (both caregivers and seniors). While not statistically 

random, the multi-country geographic coverage provides cross-cultural validation of both the 

problem severity and institutional demand signals that a single-country study could not deliver. 

 
Loneliness: Near-Universal in Professional Observation 

26% 
State that loneliness 

affects almost all 
seniors (>75%) 

38% 
Believe the majority 

(50-75%) of seniors are 
affected by loneliness 

64% 
Report loneliness in 

the majority or 
almost all seniors 

17% 
Institutions with 

no dedicated 

social program 

 

Figure 1: Perceived Loneliness in Seniors Graph 

 
Data: 93% of professionals report loneliness affecting at least 25% of their seniors, while 64% 

report it affects the majority or almost all of them, additionally 17% report having no dedicated 

social isolation program. 

26%

38%

29%

5% 2%

Perceived Loneliness in Seniors

Almost all (more than 75%)

The majority (50-75%)

About half (25-50%)

A minority (fewer than 25%)

Rarely observed
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Interpretation: Professional observation is more conservative than self-report, care staff 

typically underestimate subjective loneliness because they assess visible behavior, not internal 

experience. If 64% of professionals classify loneliness as the majority condition despite this 

measurement bias, the true prevalence is likely higher. The 17% of facilities with no program are 

not resistant to solutions, they simply have none to replace. They are the highest urgency B2B 

targets: highest need, lowest switching cost, and most receptive to a first solution. 

Strategic Insight: The B2B opportunity is not about displacing existing programs, it is about filling 

a demonstrated gap. For the 17% with nothing, GreyPlay is not a competitor to an existing 

activity, it is the activity. This distinction changes the sales motion entirely from 'try this instead' 

to 'this fills the hours when nothing else does'. 

 
Current Interventions: Still Traditional, Scheduled, and Unscalable 

Care professionals were asked which methods their facilities currently use to address social 

isolation. The most common interventions are in-person group games and activities (63%), social 

events and celebrations (62%), and volunteer visitor programs (52%). Only 26% facilitate video 

calls with family, and 17% have no program at all. 

 

 

Figure 2: Methods used to Address Social Isolation Graph 

 
Data: 63% of professionals utilize in-person group activities and only 26% use video calls, 

alarmingly 17% have no program to address social isolation. All dominant methods require 

physical presence during scheduled hours. 

Interpretation: The fundamental limitation of current solutions is temporal, not conceptual. In-

person group activities and volunteer visits are effective, when they happen. They happen for 

0% 10% 20% 30% 40% 50% 60% 70%

Group games or recreational activities

Social events and celebrations

Volunteer visitor or befriending programs

Video call facilitation (e.g., Zoom calls with family)

Structured discussion or reminiscence groups

No dedicated program exists

Other

Methods used to Address Social Isolation



  Capstone Project 

11 
 

 

 

perhaps 3-4 hours per day in a structured program. For the remaining 18-20 hours (evenings, 

nights, weekends, and the unstructured hours between activities) seniors are socially unserved. 

No budget allocation, no staffing model, and no in-person activity can fill that gap. Only an 

always-available digital platform can. 

Strategic Insight: GreyPlay should not position against existing programs, it should position as 

their complement. The B2B pitch is not 'replace your activity coordinator' but 'extend your social 

programming to the 18 hours your team cannot cover'. This framing eliminates the primary 

source of staff resistance and reframes the product from a threat to a tool. 

 
Digital Literacy: The Design Constraint That Cannot Be Negotiated 

 

Figure 3: Perceived Digital Skills in Seniors Graph 

 
Data: 52% of care-setting seniors have low or very low digital literacy as assessed by 

professionals who observe them daily, while only 9% are assessed as very high and 33% with 

moderate digital skills. 

Interpretation: This is not a temporary condition that will be resolved as the current group ages. 

Adults currently aged 75+ spent their working lives in pre-digital professional environments. The 

65-74 group that will age into GreyPlay's primary target over the next decade has higher digital 

exposure, but still significantly lower than the younger population. Digital uncertainty in this 

demographic is a structural with decade-long characteristic, not a transitional phase. Any 

product strategy that assumes improving digital literacy among the segment will accelerate 

adoption is projecting the wrong demographic. The product must solve for the current user. 

Strategic Insight: Simplicity is not a feature differentiator for GreyPlay, it is the definition of the 

addressable market. Every additional step in a user journey, every small button, every 

9%

33%

6%
26%

26%

Perceived Digital Skills in Seniors

Very high — Most use 
technology confidently

Moderate — Many use tablets 
or smartphones with some help

Mixed — Varies significantly 
within the group

Low — Most struggle or are 
reluctant to use digital devices

Very low — Few or none use 
digital devices independently
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ambiguous icon is not just a friction point, it is a user permanently lost. The AI assistant and 

accessible UX not only add value, but they also determine whether the majority of the target 

market can participate at all. 

 
Institutional Interest in GreyPlay 

29% 
Very Interested: 
would explore 

adoption 

40% 
Somewhat Interested:  

would want to  

learn more 

69% 
Combined Interest  

(very + somewhat) 

16% 
Unlikely or  

not Interested 

 

Figure 4: Institutional Interest in Adoption of Platform Graph 

 
Data: 69% of care professionals express interest in adopting GreyPlay, and only 5% cite lack of 

evidence of benefit as a barrier. The top detected barriers are budget (49%), technology 

resistance (43%), and staff time (42%). 

Interpretation: The near absence of conceptual resistance (5%) is the most strategically 

important finding in the professional survey. It means the B2B market does not need to be 

educated about the problem or persuaded about the category of solution. The problem is 

acknowledged, and the solution type is accepted. The only work remaining is friction reduction, 

like price, implementation complexity, and staff burden. These are operational, not ideological 

barriers. Operational barriers are solvable via product design and pricing strategy. 

Strategic Insight: GreyPlay's B2B pitch should never open with 'did you know seniors are 

lonely?', every professional in the room already knows and lives this daily. It should open with 

'here is how you add six hours of social programming per day with 30 minutes of staff time per 

week'. The selling job is demonstration of operational simplicity, not concept justification. 

29%

40%

15%

11%
5%

Institutional Interest in Adoption of Platform

Very Interested — Would actively explore adoption

Somewhat Interested — Would want to learn more

Neutral — Uncertain at this stage

Unlikely — Not a current priority

Not Interested — Not suitable for our context
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Adoption Barriers 

Barrier 
Count 
(n=65) 

% of Respondents 
GreyPlay's Strategic               
Response (Mitigation) 

Budget and 
procurement 
constraints 

32 49% B2B tier at $2.99 / user / month 
calibrated to fit within $5-10 / resident 
/ month program budgets, without a 
separated procurement process 

Technology 
resistance from 
seniors 

28 43% AI assistant + family-setup flow + staff-
facilitated onboarding eliminates 
independent navigation requirement 
for Segment 2 (41% of users) 

Staff time 
constraints 

27 42% Self-service design requires <30 min / 
week staff involvement; automated 
engagement dashboard replaces 
manual reporting 

Data privacy 
concerns 

16 25% CCPA compliance from day one; plain-
language privacy policy; real-name 
verification; no data monetization 

Insufficient  
digital devices 

15 23% Family devices eligible; free tier runs on 
any existing smartphone; device-
sharing available in institutional plan 

Management or 
organizational 
resistance 

11 17% Annual Social Impact Report with UCLA 
Loneliness Scale data; physician 
endorsement program (Year 2); peer 
facility case studies 

Lack of evidence 
of benefit 

3 5% UCLA Loneliness Scale longitudinal 
tracking built into platform from 
launch; Year 3 academic partnership for 
peer reviewed evidence 

Table 4: Institutional Adoption Barriers and Strategic Responses 

 
The barrier profile has a critical structural characteristic, the top three barriers: budget (49%), 

technology resistance (43%), and staff time (42%), are all addressed by deliberate product and 

pricing decisions made before launch, not by post-launch adjustments. This is the correct 

sequence, since ventures that discover their primary barriers after launch face expensive pivots. 

GreyPlay's product and pricing specifications were shaped by these survey results, meaning the 

mitigations are built in and not glued on. 
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Most Valued Features 

Feature Count  % of Professionals Product Module: Why It Exists 

Simple large-
text interface, 
independent 
navigation 

47 72% Core UX: WCAG 2.1 Level AA 
compliant, min 18pt font and 
48×48px targets. Without this, 52%  
of the addressable market cannot 
participate. 

Multiplayer casual 
games (cards, 
puzzles, words) 

33 51% Explore module: Turn-based 
catalogue. Solves the core unmet 
need: 55% want to play with others 
and 79% currently cannot. 

Integrated video 
and voice calls 

27 42% Calls module: One-tap access. Extends 
the 47% of seniors already using video 
calls. Adds the peer social context 
they currently lack. 

AI assistant to 
guide users step  
by step 

24 37% AI module: Voice input and patient 
tone. The mechanism that converts 
Segment 2 from interested but stuck, 
to engaged users. 

Family connection 
features 

21 32% Profile module: Family-linked 
accounts. Validates the family 
mediated referral as a primary 
acquisition channel. 

Staff activity 
management tools 

17 26% B2B dashboard: Addresses the 42% 
citing staff time as a barrier. Makes 
adoption operationally feasible. 

Group moderated 
activities and 
virtual events 

15 23% Activities: For example optional 
tournaments, celebrating the 
participants and providing recurring 
engagement beyond usual play. 

Cognitive 
engagement 
tracking for staff 

15 23% B2B analytics: Turns GreyPlay from a 
recreational tool into a documented 
wellbeing program, strengthening 
institutional ROI narrative. 

Table 5: Features Valued by Care Professionals 

 
The featured table provides a ranked product specification from institutional buyers. The top 

four: accessible interface (72%), multiplayer games (51%), integrated calling (42%), and AI 

assistant (37%) correspond exactly to GreyPlay's four launch modules. The staff management 

tools (26%), and cognitive tracking (23%) are B2B-specific differentiators that justify the 
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institutional pricing tier. The alignment between the featured ranking and the product design is 

not coincidental, the product was progressively refined based on this data. 

 

3.5 Survey B — Senior Adults (n=100) 
 

Methodology 

A structured survey was administered to 100 adults aged 65 and above across nine countries: 

Peru (56%), USA (23%), Spain (14%), and others (7%). Age distribution: 65-69 (33%), 70-74 (25%), 

75-79 (25%), 80-84 (11%), 85+ (6%). Living situation: alone (46%), with family at own home 

(43%), at a family member's home (8%), retirement community (2%). The survey was distributed 

in Spanish and English with simplified wording and closed-ended formats prioritized for 

accessibility. Results are presented per focused area with explicit Data, Interpretation, and 

Strategic Insight structure. 

 
Loneliness Frequency and Social Isolation 

60% 
Feel lonely at least 

once per week 

41% 
Feel lonely several times 

per week or daily 

5% 
Feel lonely  

every day 

16% 
Never feel  

lonely 

 

Figure 5: Loneliness Frequency Graph 

 
Data: 60% of respondents feel lonely at least once per week, 36% several times per week and 

most worrying 5% feel lonely daily. 43% of all respondents live with family, yet still report 

frequent loneliness. On the other hand, only 16% report never feeling lonely. 

5%

36%

19%

24%

16%

Loneliness Frequency

Every day

Several times a week

Once a week or so

Rarely

Never
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Interpretation: The cross-analysis of loneliness frequency with living situation destroys the most 

common misconception about senior isolation, that it is caused by living alone. 51% of 

respondents co-habit with family members yet experience recurring loneliness. This means 

family presence resolves the logistical dimension of isolation (to be physically alone) but not the 

experiential dimension of the absence of peer-driven, freely chosen, enjoyable social 

interactions. A senior can be surrounded by family and be profoundly lonely for conversation 

with people her own age, about experiences she shares, and around activities she enjoys. 

Strategic Insight: GreyPlay must not be positioned as a technology for seniors who live alone, it 

must be positioned as a technology for seniors who lack meaningful peer connection, regardless 

of living situation. This distinction expands the addressable market substantially and reframes 

the product narrative from 'lonely seniors' (stigmatized) to 'seniors who deserve a richer social 

life' (aspirational). 

 
Communication Habits 

 

Figure 6: Primary Communication Methods Graph 

 
Data: The primary communication methods used by seniors consist of in-person visits (81%), 

phone calls (71%), video calls (47%), text messages (41%), and social media (26%). Only 4% of 

the respondents report no regular contact. 

Interpretation: The data reveals a paradox that is central to understanding GreyPlay's value 

proposition. Seniors maintain high contact frequency (most use two or more communication 

channels), yet 60% experience weekly loneliness. High-frequency contact and low-quality social 

engagement coexist because the dominant communication modes like family visits (obligation-

driven) and scheduled phone calls (reactive) satisfy presence without providing the peer social 
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In-person visits

Phone calls

Video calls (e.g., WhatsApp, Zoom, FaceTime)

Text messages

Social media (e.g., Facebook)

I don't stay in regular contact with others
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activation that actually reduces loneliness. The 47% already using video calls is strategically 

significant since the technology adoption barrier for video interaction is already cleared by 

nearly half the sample. The missing ingredient is not technology, is its purpose (someone to call 

and something to do together). 

Strategic Insight: GreyPlay is not a communication tool, it is a social context generator that gives 

seniors a reason to call, a peer to call, and something to do together when they connect. This 

distinction is critical for product positioning and for differentiating GreyPlay from platforms like 

WhatsApp or FaceTime that seniors already use but that do not resolve the issue. 

 
Gaming Behavior and Preferences 

80% 
Currently play games 

or are interested 

40% 
Play games on  

smartphone or tablet 

16% 
Play board / card 
games in person 

14% 
Currently don’t play 

games but are interested 

 

Figure 7: Gaming Activity and Interest Graph 

 
Data: 80% of respondents currently play games or express interest in doing so. The top game 

genres are cards (52%), word games (45%), puzzles (41%), strategy (29%), and trivia (20%). Only 

20% of the surveyed seniors are disinterested. 

Interpretation: Gaming is not a behavior that needs to be introduced to this demographic, it is 

an existing habit that needs a social layer. The genre distribution is not incidental since cards, 

words, and puzzles are inherently turn-based, accommodate lower reaction speeds, involve 

language and memory rather than hand to eye coordination, and are familiar from non-digital 

contexts (family card nights, newspaper crosswords). They are cognitively engaging without 

being demanding, social without requiring synchronous participation, and familiar without being 

40%

10%16%

14%

20%

Gaming Activity and Interest

Yes, on a phone or tablet

Yes, on a computer

Yes, board games or card games in person

No, but I would be interested
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trivial. These are exactly the games that translate best to asynchronous multiplayer, the format 

that allows seniors to play at their own pace without the pressure of real-time competition. 

Strategic Insight: GreyPlay should not promote games broadly, it should curate specifically and 

deeply within card, word, and puzzle categories. An initial catalogue of around 50 excellent turn-

based and senior-appropriate games in these genres is more strategically valuable than a 

catalogue of 500 games that includes genres irrelevant or intimidating to the primary user. 

Curation quality not catalogue breadth, that is the differentiator. 

 

 

Figure 8: Most Enjoyed / Played Game Genres Graph 

 
Digital Literacy and Device Usage 

 

Figure 9: Comfortability Level with Digital Devices Graph 

 
Data: In terms of device usage, smartphones dominate with 74%, followed by computers with 

45% and tablets with 44%. Surprisingly Smart TVs have 40% usage, and only 5% report not using 
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any device. Regarding digital comfort, 31% feel very comfortable, 41% feel mostly comfortable 

but need occasional help, 20% often need help, 3% struggle significantly, and still 5% do not use 

any devices. 

Interpretation: The digital comfort distribution maps directly onto the three consumer 

segments. The 31% very comfortable are Segment 1 (Early Adopters), they will self-onboard and 

self-discover the product. The 41% mostly comfortable are Segment 2 (Conditional Users), they 

have the hardware and partial skills but need guided onboarding (this is the largest and most 

commercially important segment). The 23% who often need help or struggle with devices are 

Segment 3 (Resistant), not the primary commercial target. The 74% smartphone ownership is 

the critical infrastructure insight since the device that reaches the most seniors at the lowest 

acquisition cost is already in their pockets. GreyPlay's mobile-first architecture is not a product 

preference, it is a market necessity. 

Strategic Insight: Every product decision must be calibrated to the Segment 2 user archetype: 

someone who can open WhatsApp, tap a contact, and make a video call, but who gets lost 

navigating a multi-level app menu and abandons the session when something goes wrong. 

Designing for the 31% who are fully comfortable will produce a product that serves a minority. 

On the other hand, designing for the 41% who are conditionally comfortable will produce a 

product that the majority is able to use. 

 

 

Figure 10: Most used Devices by Seniors Graph 
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Interest in Online Social Interaction 

 

Figure 11: Online Multiplayer Gaming Interest Graph 

 
Data: 18% of seniors show enthusiasm about online multiplayer and 32% would consider it if it 

was simple enough. On the other hand, 7% feel unsure, 20% indicate that they will probably not 

use the online feature for gameplay, and 23% show no interest at all. 

Interpretation: The 32% conditional-yes group is the most commercially important finding in 

the entire survey. These are seniors who have already resolved the value question (they want 

social gaming), but are blocked by the product complexity question. They are not sceptics who 

need convincing, they are frustrated potential users who need a better product fitted for them. 

The barrier is not attitudinal but operational. This means that every GreyPlay UX improvement 

is not merely a quality enhancement, it is a direct conversion mechanism. A simplified sign-up 

process does not just reduce support costs, it converts a portion of the 32% conditional group 

into active users. 

Strategic Insight: The 32% conditional segment should be treated as GreyPlay's primary product 

design audience, not its primary marketing audience. Marketing attracts them, but the product 

converts them. This distinction has resource allocation implications: Year 1 engineering 

investment in onboarding quality generates higher commercial return than equivalent Year 1 

marketing spend. 
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Interest in GreyPlay 

34% 
Very interested: 

would definitely try it 

33% 
Somewhat interested:  

want to learn more 

67% 
Total positive  

interest 

14% 
Neutral: potentially 

convertible 

 

Figure 12: Interest in GreyPlay Platform Graph 

 
Data: 67% of senior respondents express interest in the GreyPlay platform, 14% maintain a 

neutral position (potentially convertible), and 19% are disinterested (11% not very interested 

and 8% not interested at all).  

Interpretation: The 19% disinterested aligns almost exactly with the 20% who identified as 

disinterested in gaming, confirming internal survey consistency. The 14% neutral is the 

convertible segment of people without opposition, but without sufficient information to 

commit. A well-executed family facilitated trial or institutional demonstration will convert a 

meaningful proportion of this group. The 67% combined positive interest (validated against 69% 

institutional interest in Survey A) provides dual-sided market confirmation, both end users and 

institutional buyers independently express strong demand. 

Strategic Insight: The convergence of 67% consumer interest and 69% institutional interest is 

the primary proof of concept for the GreyPlay venture. In most consumer platforms, institutional 

buyers and end users have misaligned incentives. In GreyPlay, their interests converge since care 

professionals want seniors more engaged and seniors want to be more engaged. This alignment 

eliminates the common B2B enterprise risk of procuring for users who reject the product. 
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Qualitative Open Responses 

Open responses to 'What would make you more likely to use this app?' reveal a consistent, cross-

cultural pattern. Five themes dominate, each with direct product design implications: 

 

Theme 
% of 
Responses 

Representative Quotes 
Product Response:     
What Happens If Ignored 

Simplicity and 
large text/buttons 

~40% 'Que sea facil de usar con 
letras grandes' (Spain, 76) 
/ 'Big button to undo 
previous step' (Peru, 85) 

Without WCAG 2.1 Level AA 
design: 52% of care-setting 
seniors cannot independently 
use the platform. Institutional 
adoption requires permanent 
staff mediation, destroying the 
scalability. 

Security and 
scam protection 

~25% 'MAKE IT SAFE AND VET  
THE MEMBERS' (USA, 
caregiver) / 'Safe so I can 
recognize who I am talking 
to' (Peru, 77) 

Without visible safety: trust-first 
demographic rejects platform 
before first use. One publicized 
scam incident causes permanent 
brand damage in a word-of-
mouth market. 

Voice as 
alternative to 
typing 

~20% 'I would prefer not to 
write, phone screens are 
too small' (Peru, 75) 

Without voice input: 74% 
smartphone users who struggle 
with small keyboards are 
excluded from the AI assistant's 
benefits, reducing its impact. 

Step-by-step 
guidance 

~15% 'Lo amigable que seria' 
(Peru, 70) / 'Que sea 
amigable y exista 
conversacion' (Peru, 68) 

Without proactive guidance: 
Segment 2 (41% of market) stalls 
at the first unfamiliar screen and 
churns before forming the habit 
that drives retention. 

Conversation, not 
just games 

~15% 'It would be nice to have 
conversation, not just 
games' (Peru, 68) 

Without integrated calling: the 
platform becomes another solo 
game app that addresses 
cognitive stimulation but misses 
the peer connection that actually 
reduces loneliness. 

Table 6: Qualitative Response Themes 

 
The qualitative responses confirm what the quantitative data suggests but add a dimension the 

closed-ended questions cannot capture, seniors are not just looking for games. They are looking 

for meaningful human interaction, and they have identified games as a vehicle for that 

interaction. GreyPlay must be built and positioned as a connection platform that uses games as 

a social medium, not a games platform that allows players to communicate. The distinction is 
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subtle in product terms but fundamental to marketing, retention strategy, and social impact 

measurement. 

 

3.6 Key Findings and Strategic Insights 
 

The following five insights synthesize the most strategically significant findings across both 

surveys. Each is stated as an analytically derived conclusion (not a descriptive observation) with 

supporting data, interpretation, business implication, and an explicit failure mode: what 

happens to GreyPlay if this insight is ignored. 

 

1 The competitor is not other apps, it is the 18 hours of daily social emptiness that no 
existing solution reaches 

Data: 63% of institutions use in-person group activities as their primary social intervention 
and 17% have no program at all. 60% of seniors feel lonely weekly despite 81% having in-
person contact and 71% making regular phone calls. 

Interpretation: Existing programs are excellent but temporally bounded. A volunteer visit, 
a bingo session, and a group lunch only fill scheduled hours. They do not address the 
evening, the weekend, the unstructured time between activities. No amount of 
investment in current solutions closes this gap because none of them can scale to fill 
unscheduled time. Only an always-available digital platform can. This is not a technology 
argument, it is a structural observation about the limits of any program requiring physical 
presence or scheduled coordination. 

Strategic Implication: GreyPlay's most effective B2B argument is not that it does what 
existing programs do better, it is that it does what existing programs structurally cannot 
do: provide social engagement at 10pm on a Sunday evening in a rural senior living facility 
with no staff on duty. This framing positions GreyPlay as a complement not a competitor, 
eliminates the primary source of institutional resistance (fear of replacing staff value), and 
creates a unique value proposition that no traditional solution can match. 

If Ignored: If GreyPlay competes with existing programs rather than filling the temporal 
gap they leave, it will encounter sustained institutional resistance from care staff who feel 
their professional role is threatened. The result is slow B2B adoption, poor responses from 
institutional buyers, and failure to access the primary acquisition channel. 

 

2 Seniors are digitally connected but socially stranded, the problem is not technology 
access but peer social activation 

Data: 74% of seniors use smartphones, 47% use video calls, and 40% play games on phone 
or tablet. Yet 60% feel lonely weekly, and 43% feel lonely despite living with family. 

Interpretation: The infrastructure for digital social connection is already in place. Seniors 
own the devices, have learned the mechanics of video calling, and play games on their 
phones. What is missing is not technology but a reason to use it with specific people 
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around specific activities. The typical senior's digital life is reactive, answering calls when 
family rings and playing Solitaire when bored. What GreyPlay provides is proactive peer 
social context, a reason to initiate contact, a peer who is expecting to play, and a shared 
activity that structures the interaction. This is a fundamentally different behavioral 
mechanism from any existing tool. 

Strategic Implication: GreyPlay should never be marketed or positioned as 'technology 
for seniors', a framing that activates fear and resistance. It should be positioned as 'your 
connection to the people you want to spend time with', a framing that activates desire. 
Onboarding should feel like reconnecting with people, not learning software. The 
product's first ten minutes should involve connecting with a known person and playing a 
familiar game, not configuring settings and exploring menus. 

If Ignored: If GreyPlay positions itself as a technology product for technology-hesitant 
seniors, making adoption slow and shallow. The product will be perceived as a device, not 
a social experience, and will compete on a dimension (technology quality) where it cannot 
win against BigTech. 

 

3 The 32% who say 'maybe if it were simple' are not a market segment, they are 
GreyPlay's entire Year 1 revenue opportunity 

Data: 50% of seniors are open to online multiplayer, but 32 of those 50 percentage points 
are conditional on simplicity. 72% of care professionals cite accessible interface as the 
most valuable feature. 41% of seniors are conditional users who want the product but 
cannot yet use it. 

Interpretation: These are not edge cases to be served once the main market is captured, 
they are the main market. At 41% of all seniors, conditional users outnumber early 
adopters by 10 percentage points and represent the difference between a niche product 
serving the 31% who are already digitally confident and a platform with mass-market 
relevance. The early adopters will find GreyPlay regardless, it is the 41% who determine 
whether GreyPlay becomes a business or a product that peaked at 10,000 users. Every UX 
friction point is not a quality issue, it is a revenue ceiling. 

Strategic Implication: GreyPlay's engineering roadmap must be sequenced by conversion 
impact, not feature novelty. In Year 1, the AI assistant, the 3-tap navigation rule, and the 
family-setup flow are the primary revenue generation mechanism not just product 
improvements. A competitor with a richer feature set and a harder onboarding will 
consistently lose to a simpler product in this demographic. Simplicity is the single most 
defensible competitive advantage it possesses. 

If Ignored: If simplicity is treated as one of many design goals rather than the primary 
commercial constraint, feature creep will gradually add navigation layers that feel minor 
to the development team but read as 'complicated' to a conditional user. The 41% 
segment never converts. Growth stops at the ceiling defined by the 31% who would have 
self-onboarded on any reasonable product. The financial model's Year 2 projections, 
which depend on Conditional User conversion do not materialize. 

 

 



  Capstone Project 

25 
 

 

 

4 69% institutional interest with only 5% conceptual resistance means GreyPlay enters a 
market that is waiting to be sold to, not educated 

Data: 69% of care professionals express adoption interest and only 5% cite lack of 
evidence as a barrier. Top barriers include budget (49%), technology resistance from 
residents (43%), and staff time (42%). All three are operational in nature. 

Interpretation: The 5% evidence resistance figure is the most commercially significant 
number in the professional survey. It means GreyPlay's B2B market has essentially no 
ideological resistance, professionals already live with the problem daily, have already 
concluded that digital social tools could help, and are blocked only by practical obstacles 
that product design and pricing can directly address. This is rare since most new product 
categories spend years and millions building market education before encountering a 
buyer who says 'yes, but can you make it cheaper and easier?' GreyPlay faces that buyer 
on day one. 

Strategic Implication: The institutional sales motion must be built entirely around 
operational demonstration not persuasion. A 90-day free pilot converts institutional 
buyers more effectively than any presentation because it collapses all three barriers 
simultaneously: cost disappears during trial, technology resistance is disproved when staff 
observe seniors navigating independently, and staff time concern is resolved when the 
engagement dashboard replaces manual activity reporting. The pilot is not just a sales 
tactic, it is the only sales tactic GreyPlay needs in Year 1. 

If Ignored: If GreyPlay builds a traditional B2B sales process (discovery calls, proposals, 
ROI presentations, procurement cycles) it will waste the single greatest advantage it 
possesses: a warm market that needs demonstrations not arguments. Every month spent 
in a procurement process is a month when no senior in that facility is using the platform 
and no social graph density is being built. 

 

5 Trust and safety are not differentiators, they are table stakes without which the product 
cannot enter the market 

Data: Security and scam protection were addressed in approximately 25% of senior open 
responses across all countries surveyed and 25% of care professionals cite data privacy as 
an institutional adoption barrier. The senior demographic is disproportionately targeted 
by digital scams. 

Interpretation: In a demographic that communicates primarily through word-of-mouth 
and holds strong privacy values shaped by decades of pre-digital life, a single safety failure 
is not recoverable. Unlike a consumer product marketed to a younger audience where a 
security incident can be managed through PR and rapid response, a senior social platform 
that enables a scam (or is perceived to) faces permanent reputational damage in a market 
where trust travels slowly and distrust travels instantly. This asymmetry means safety 
cannot be treated as a feature that is improved iteratively. It must be implemented 
comprehensively from day one, made visible in every user interaction, and communicated 
proactively rather than reactively. 

Strategic Implication: Safety architecture (real-name verification, scam alert AI, CCPA 
compliance, and transparent privacy documentation) must be treated as product 
infrastructure equivalent in importance to the gaming and calling modules. It should 
appear prominently in onboarding, be referenced in marketing materials, and be the first 
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thing a care professional sees in a product demonstration. 'Verified and Safe' is not a 
marketing tagline, it is a product specification. 

If Ignored: If safety is treated as a build as you go feature, a single high-profile scam 
incident destroys the brand permanently in a market driven by personal recommendation 
among seniors and trust-driven institutional buyers. No amount of subsequent product 
improvement recovers from a trust breach in this demographic. 

 
 

3.7 Consumer Segmentation 
 

Synthesizing both surveys, seniors are not a homogeneous market. Three behavioral segments 

emerge with distinct digital profiles, loneliness patterns, gaming habits, and adoption triggers. 

The segments are defined by digital comfort level (the primary predictor of adoption readiness) 

and mapped to specific product, channel, and pricing strategies. 

 
 

Segment 1 (~31%) 
Early Adopters 

Segment 2 (~41%) 
Conditional Users 

Segment 3 (~28%) 
Resistant 

Profile Ages 65-74; often lives 
alone; already plays 
games on smartphone or 
tablet; confident 
technology user 

Ages 70-79; lives with 
family or alone; plays 
board games in person; 
occasionally needs help 
with technology 

Ages 80+; lives with 
family or in care; low 
gaming interest; strongly 
prefers in-person; 
struggles with or avoids 
technology 

Survey       
basis 

31% report being very 
comfortable with 
technology 

41% report being mostly 
comfortable (occasional 
help needed) 

28% report often needing 
help or not using devices 
at all 

Loneliness 
pattern 

High; often alone; peer 
network contracts 
through retirement and 
widowhood 

Moderate-High; 
maintains family contact 
but lacks peer-driven 
social activity 

Variable; family nearby 
but limited peer-chosen 
interaction 

Primary 
adoption 
barrier 

Nonsignificant, will try if 
product quality is evident 

Complexity and fear of 
error: 'What if I click 
something wrong?'; 
privacy concerns 

Low interest in gaming as 
an activity; preference for 
physical presence 
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Adoption 
trigger 

App store discovery or 
peer word-of-mouth; 
self-onboards 

Family member installs 
and connects; institutional 
staff facilitates first 
session; AI assistant 
guides through 
uncertainty 

Not a primary target; may 
be reached gradually 
through institutional 
group sessions with staff 
presence 

Commercial 
priority 

Highest individual 
conversion rate; drives 
early reviews and word-
of-mouth; Year 1 focus 

Largest segment (41%); 
primary revenue growth 
engine Year 2-4; highest 
total lifetime value at 
scale 

Not individually targeted; 
valuable as social graph 
density: their institutional 
presence enriches the 
platform for other 
segments 

Table 7: GreyPlay Consumer Segmentation 

 

Segment 
How GreyPlay 
Addresses Barriers 

Primary Acquisition 
Channel 

Revenue Strategy 

Segment 1: 
Early  
Adopters 

Direct app store 
download; self-
onboarding; full-feature 
discovery from day one 

Direct digital advertising 
targeting adults 65-74 on 
Facebook / YouTube; peer 
referral 

Highest conversion to 
premium ($7.99/month); 
prioritize in Year 1 to 
generate testimonials 
and social graph seed 

Segment 2: 
Conditional 
Users 

Family-setup flow; AI 
assistant on every screen; 
phone support line; 3-tap 
maximum navigation; 
large-text interface 
throughout 

Family referral program 
('Gift of Connection'); 
institutional B2B with 
staff facilitation 

41% of market; primary 
growth engine Year 2-4; 
free-to-premium 
conversion rate target 
22% Year 2 

Segment 3: 
Resistant 

Not individually targeted; 
institutional group 
sessions with staff 
facilitation; TV interface 
consideration for Year 3 

B2B institutional only; no 
individual marketing 
spends 

Low individual conversion; 
valuable as social graph 
density; increases 
platform richness for 
other segments without 
direct acquisition costs 

Table 8: Per-Segment GreyPlay Strategy 

 
Segment 2 (41%) is the segment that defines GreyPlay's product challenge. These seniors are 

not technology refusers, since they already use smartphones and video calls. They are 

technology anxious, who are competent enough to have the hardware and basic skills but not 

confident enough to navigate unfamiliar software independently. The gap between their current 

capability and GreyPlay adoption is a product design gap, not an attitudinal gap. This makes 

Segment 2 the segment with the highest return on UX investment since every friction point 

removed converts a portion of the market's largest and most economically significant group. 
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3.8 SWOT Analysis 
 

STRENGTHS 

• First-mover in a niche no one has claimed 

• Integrated gaming + calling (no competitor 
combines both) 

• AI onboarding converts the hesitant majority 
(41% of market) 

• Asset-light: features games, does not build 
them 

• Mission positioning earns institutional trust 
at zero cost 

• Accessibility-first design is a commercial 
necessity, not a virtue 

WEAKNESSES 

• Social platforms need users to be valuable    
(cold-start problem) 

• CAC is high in a demographic that does not 
self-discover apps 

• Content quality depends on third-party 
game catalogues 

• No brand equity at launch in a market where 
trust takes years 

• 52% low digital literacy (every feature adds 
moderation burden) 

• Zero clinical endorsements at launch 

OPPORTUNITIES 

• 60% of seniors feel lonely weekly (largest 
unmet need in elder care) 

• 69% institutional interest with minimal concept 
selling needed 

• AgeTech VC nearly doubled 2019-2022 
(investor climate favorable) 

• 17% of care facilities have zero digital 
social programming 

• Latent multiplayer demand: 50% open if 
the platform removes friction 

• Medicare digital wellness reimbursement  

THREATS 

• BigTech could replicate the product in 18 
months with 100x resources 

• Budget pressure: 49% of institutions put cost 
as #1 barrier 

• One publicized senior scam incident 
destroys brand credibility permanently 

• Care staff resistance can block 
institutional adoption regardless of interest 

• Generic tablet apps improving, narrowing 
the simplicity gap 

• Regulation of elder data is tightening globally 

Figure 13: GreyPlay SWOT Analysis 

 

3.9 Porter's Five Forces 
 

Force Intensity Analysis 

Threat of New 
Entrants 

MODERATE Low capital barriers favor entry. However, GreyPlay's first-
mover advantages compound over time: proprietary social 
graph (connections formed are sticky), institutional trust 
(earned through demonstrated performance), and an AI 
assistant trained on senior interaction patterns that improves 
with scale. These are not capital-based advantages, they are 
time-based advantages that get stronger the longer GreyPlay 
operates before competitors enter. 

Bargaining 
Power of 
Buyers 

LOW - 
MODERATE 

Individual seniors at $7.99/month have negligible bargaining 
power. Institutional B2B buyers hold more volume 
leverage, but the $2.99/user/month price point is calibrated 
to be absorbed within existing budgets without procurement 
escalation, limiting negotiating leverage. The primary buyer risk 
is institutional non-renewal, not price negotiation. 
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Bargaining 
Power of 
Suppliers 

MODERATE Game studios provide content quality, but GreyPlay's game 
featuring model, linking to existing marketplaces rather than 
licensing exclusively, limits dependency. The key supplier risk 
is a major studio restricting senior-market access or changing 
affiliate terms. Cloud infrastructure is fully commoditized as AI 
API costs decline with scale. 

Threat of 

Substitutes 

MODERATE -
HIGH 

Free tools (WhatsApp, Facebook) and in-person activities 
remain the default. The substitute risk is not that seniors switch 
from GreyPlay to a competitor, it is that they never leave their 
current behavior patterns in the first place. This makes habit 
formation in the first 30 days of GreyPlay use the critical 
retention lever. A senior who establishes a weekly Rummy 
game with a friend via GreyPlay within the first two weeks has 
formed a habitual engagement trigger that makes substitution 
structurally unlikely. 

Competitive 
Rivalry 

LOW No direct competitor occupies the 75+ social gaming niche. The 
window for uncontested market leadership is open. It will 
close, likely within 3-5 years as the space validates 
commercially. The imperative is to build institutional 
relationships, social graph depth, and brand trust before a well-
resourced competitor enters, because these assets are the 
primary defensive advantages in a low-capital-barrier market. 

Table 9: Porter's Five Forces Analysis 

 
The aggregate assessment confirms a structurally attractive competitive environment at launch, 

with one critical time constraint: the window of uncontested market leadership is open now but 

will not remain open indefinitely. The strategic imperative is speed, but not reckless speed, 

disciplined speed in building the three advantages that compound over time: institutional 

relationships, the proprietary social graph, and earned brand trust in a demographic where trust 

is built slowly and valued deeply. 
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4. Project Objectives 
 

The following objectives are directly traceable to primary research findings, transforming survey 

insights into concrete, measurable business targets: 

 

Objective Evidence Base Year 3 Success Metric 

Reduce experienced 
loneliness among 
active users 

60% of seniors are lonely weekly 
(Survey B); 64% of professionals 
observe near-universal loneliness 
(Survey A) 

UCLA Loneliness Scale score 
improvement ≥1 point in 40% of 
active users after 90 days 

Achieve 440,000 
registered users by 
Year 5 

67% senior interest (Survey B) + 
69% institutional interest (Survey 
A); 8.8M SAM 

440,000 registered users; 5% SAM 
penetration by Year 5 

Reach operating cash-
flow break-even in 
Year 4 

LTV/CAC 13.7x at Year 5; gross 
margin growing to 80% 

Positive operating cash flow Q3 Year 4 

Convert 24% of free 
users to premium by 
Year 3 

67% WTP (Survey B); comparable 
freemium wellness platforms: 
10-25% conversion benchmark 

24% free-to-premium conversion rate 
by Year 3 

Sign 120 B2B 
institutional partners 
by Year 3 

69% institutional interest (Survey 
A); $2.99 pricing within typical 
budget 

120 signed partners; 15,000 
institutional users by Year 3 

Demonstrate 
measurable SDG 3 
impact 

60% feel lonely weekly (Survey B); 
$6.7B Medicare cost of isolation 
(NAMS, 2020) 

Published annual Social Impact Report 
with longitudinal UCLA scale data 

Table 10: GreyPlay Business Objectives 
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5.  Strategy 
 

GreyPlay's strategy is built around a single sequencing principle: solve the cold-start problem 

first and then scale. A social platform with no users has no social value, and no social value 

means no retention, no referrals, and no revenue. Every strategic decision in Years 1 and 2 is 

therefore focused on building the minimum social graph density required before organic growth 

becomes self-sustaining. 

 
Entry Strategy 

The specific initial target is the Activity Director of an assisted living or independent living facility 

in the Sun Belt (Phoenix, Miami, Tampa, or Naples) with 50-200 residents and no current digital 

social engagement program, identified by a simple LinkedIn or operator directory search. This 

segment is chosen for four compounding reasons. First, it represents the highest-urgency 

potential buyer, since no current solution means no switching cost and maximum receptiveness. 

Second, facility size of 50-200 residents is large enough to seed meaningful in-network social 

density (residents who already know each other can connect on GreyPlay immediately), but 

small enough for the Activity Director to make the adoption decision without a procurement 

committee. Third, the Sun Belt concentration of senior living facilities yields geographic density 

(10 facilities in one metro area creates 1,000+ users in close proximity), accelerating social graph 

growth. Fourth, Activity Directors are evaluated on resident engagement metrics and family 

satisfaction scores, and GreyPlay's dashboard directly addresses both. The initial outreach offer 

is a 90-day free pilot, zero staff setup time, and a pre-configured account for every resident who 

wants one. The ask is not for a purchase decision, it is permission to demonstrate. 

 

5.1 Target Segments 
 

Primary Segment (B2C): Adults Aged 75 and Above 

The primary end user is an adult aged 75 or older who is living independently. Survey data profile 

this user with precision, stating that 60% feel lonely multiple times per week, they primarily 

interact with others via phone calls (71%) and in-person visits (81%), they already play digital 

games on a smartphone (40%) or in person (16%), and their digital comfort is moderate (41% 

occasionally need help). This user is seeking connection not technology. Technology is the 
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vehicle, meaningful peer interaction is the destination. Any product that puts the technology 

first and the connection second will fail with this user. 

 

User Persona: Isabel, 77 (The Conditional Adopter) 

Location: Tampa, United States | Lives alone since husband passed 18 months ago 

Devices: Uses smartphone daily for Facetime calls with daughter and reading the news 

Games: Plays Solitaire on her phone; Used to play cards with neighbors before COVID 
disrupted her social routine 

Loneliness: Feels lonely most evenings; Talks to her daughter daily but does not want to be a 
burden with how isolated she feels 

Barriers: Gets lost in apps with more than two levels of menu; afraid of clicking something 
wrong; genuinely worried about online scams (she has received fraudulent calls) 

GreyPlay fit: Her daughter installs GreyPlay in 10 minutes, connects her to her former 
neighbor Carmen, and sends Carmen an invitation. By Thursday evening, Isabel and Carmen 
are playing Rummy via video call. By week three, it is a ritual both look forward to. Isabel 
stops mentioning to her daughter how lonely she feels in the evenings. 

 

Secondary Segment (B2C): Adults Aged 65-74 in Social Transition 

Adults aged 65-74 experiencing retirement, personal loss, relocation, or empty nesting are the 

secondary consumer segment. They have higher digital literacy than the primary segment and 

drive the initial social graph density that makes the platform valuable for 75+ users. 33% of 

survey respondents fell in this age range. These users self-onboard and are the most likely source 

of earned media reviews and organic referrals. 

 
Institutional Segment (B2B): Senior Living Operators and Community Organizations 

69% of care professionals express adoption interest (Survey A) but the institutional value 

proposition goes beyond product interest. Senior living operators face three converging 

pressures that GreyPlay directly addresses. First, regulatory and family monitoring of resident 

wellbeing is intensifying. The facilities must document social programming quality and 

demonstrate outcomes, not just activity schedules. GreyPlay's engagement dashboard and UCLA 

Loneliness Scale integration produce the kind of measurable wellbeing data that operators 

increasingly need for regulatory reporting, marketing to prospective residents, and family 

communication. Second, staffing shortages and cost pressure make it structurally impossible to 

extend in-person social programming beyond scheduled hours (the 18-hour daily gap that 

GreyPlay fills). Third, family satisfaction is a primary driver of referrals in the senior living market. 
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The families who observe parents becoming more socially active and less withdrawn, are the 

most powerful referral source an operator has. GreyPlay converts an operational cost 

($2.99/user/month) into a marketing asset. B2B features (staff dashboards, cognitive 

engagement tracking, group tournaments, and staff-organized activity tools) justify a distinct 

institutional tier and create switching costs that deepen over time as staff integrate the platform 

into their activity workflows. 

 
Indirect Segment: Adult Children (Ages 40-65) 

79% of family influencer respondents would install and configure the platform for their parent. 

This segment is GreyPlay's most efficient acquisition mechanism, since they have high intentions 

and are technically capable, emotionally motivated, and socially connected to other adults in 

the same situation. One adult child who installs GreyPlay for a parent typically connects that 

parent to two or three peers, peers whose adult children may subsequently learn about the 

platform. This referral dynamic is the primary organic growth mechanism and must be designed 

into the product from launch, not added as a feature later. 

 

5.2 Value Proposition 
 

For Value Proposition 

Individual Seniors GreyPlay is the only platform where you can discover games you love, 
play them with your friends, and stay connected through calls (all in 
one safe and beautifully simple app). Our AI assistant is always there 
when you need help. It is not technology, it is Thursday evening 
Rummy with Carmen. 

Adult Children / Families Set up GreyPlay for your parent in minutes. Give them a daily social 
life that does not depend on your schedule and give yourself the 
peace of mind of knowing they have connection and stimulation on 
their own terms. 

Institutional Partners A documented social wellbeing program for your residents that 
extends coverage to the 18 hours per day your activities team cannot 
staff. Track engagement, demonstrate impact to families and 
regulators, and position your facility as a social wellbeing leader with 
minimal incremental staff time. 

Table 11: GreyPlay Value Proposition by Stakeholder 

 
Positioning: GreyPlay is not an assistive technology for vulnerable seniors. It is a social platform 

for active and curious older adults who deserve a digital space built around their preferences, 
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not repurposed from a platform designed for their grandchildren. The brand voice is warm, 

confident, and peer-to-peer respectful. The platform does not help seniors, it connects them. 

 

5.3 Product: Features Justified by Research 
 

GreyPlay is a cross-platform application (iOS, Android, web) that does not develop original 

games. Every design decision trace to a specific survey finding and is held to a simple test: Would 

a senior who often needs help with technology be able to complete this action without calling 

for assistance? 

 

Module Free Premium 
Research Justification and                     
Failure Mode If Absent 

Home Feed Personalized 
game news; 
community 
highlights 

Same + discounts; 
friend activity; 
events 

Feature: No infinite scroll, large icons, 
and calm visual hierarchy.  

Absence: Cognitive overload causes 
abandonment within 2 minutes, the 
critical window before habit formation. 

Explore 10 curated game 
categories; basic 
filters (price, 
rating, size) 

Full catalogue; 
'play with friends' 
labels; advanced 
filters (multiple 
filters option) 

Feature: Cards (52%), words (45%), 
puzzles (41%) as launch genres since 
they are turn-based, familiar, and 
cognitively appropriate.  

Absence: Seniors encounter unfamiliar 
or fast-paced genres and conclude the 
platform is not for them. 

Social / 
Friends 

Up to 20 friends; 
text chat 

(limit designed to 
keep interactions 
manageable and 
ensure more 
meaningful 
connections) 

Unlimited friend 
limit; group chats; 
personalized 
invitations 

Feature: Real name system and verified 
badges (scam protection cited in ~25% 
of open responses).  

Absence: First scam incident causes 
irreversible trust collapse across the 
entire user base. 

Calls Voice calls only ; 
limited group calls 

HD video; group  
calls up to 9 
participants 

Feature: 47% already use video calls, 
this extends a familiar habit into a new 
social context.  

Absence: The primary loneliness 
resolution mechanism (peer-to-peer 
conversation) is degraded and the 
platform becomes a gaming app, not a 
social platform. 
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AI Assistant 5 sessions/day (via 
text messages) 

Unlimited AI; 
proactive tips; 
voice input 

Feature: 43% of institutions cite 
technology resistance as #2 barrier. 

Absence: Segment 2 (41% of users) 
stalls at unfamiliar screens and churns 
before the first week ends. 

Group 
Activities / 
Tournaments 

Not available / 
visible events 

Weekly casual 
activities; all 
finishers 
celebrated with 
trophies / badges 

Feature: Optional, low-pressure 
engagement hook that drives recurring 
platform visits beyond individual 
gaming sessions.  

Absence: Engagement becomes 
session-driven rather than habit-driven; 
DAU/MAU ratio suffers. 

Safety / 
Profile 

Report option; 
basic profile 

Advanced profile 
privacy controls; 
family link option 

Feature: ~25% of open responses cite 
security concerns.  

Absence: Institutional buyers cannot 
adopt the platform without triggering 
safeguarding objections. This makes 
consumer adoption stall among the 
privacy-aware majority. 

Table 12: GreyPlay Feature Matrix 

 
Insights to Product Translation 

The following table makes explicit the analytical chain from research finding to product decision. 

The Failure Mode column answers the question every product decision requires: what happens 

to GreyPlay if this feature is not built or is built poorly? 

 

Survey 
Insight 

Problem 
Identified 

Design  
Decision 

Feature Failure Mode If Absent 

60% feel 
lonely weekly; 
43% lonely 
even with 
family around 

Loneliness is peer 
engagement 
deficit, not co-
habitation deficit 

Build peer 
social platform; 
not family 
communication 
tool 

Social/Friends: 
peer discovery; 
peer calling; 
multiplayer 
games 

Product becomes another 
family messaging app; 
loneliness metric does not 
improve; retention 
collapses after novelty 
fades 

50% open to 
multiplayer if 
simple; 32% 
conditional on 
simplicity 

Latent demand 
gated entirely by 
complexity 

3-tap maximum 
for all core 
actions; no 
dead ends in 
navigation 

AI assistant on 
every screen; 
persistent 
help; undo 
option 
throughout 

32% conditional segment 
permanently blocked; 
Segment 2 churns in 
week 1; growth stops at 
the 31% Early Adopter 
ceiling 
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52% of care-
setting 
seniors have 
low or very 
low digital 
literacy 

Majority of 
institutional 
addressable 
market cannot 
independently 
navigate 
standard apps 

Design for the 
least digitally 
confident as 
default 
archetype 

WCAG 2.1 AA; 
min 18pt font; 
48×48px touch 
targets; voice 
input 

Institutional adoption 
requires permanent staff 
mediation; scalability 
collapses; B2B CAC rises 
to unsustainable levels 

79% of 
families 
would 
configure for 
parent 

Segment 2 cannot 
self-onboard, 
they need a 
trusted mediator 

Family-setup 
flow as flagship 
product 
experience 

10-minute 
family setup: 
install, connect 
parent to peer, 
configure 
privacy, send 
invitation 

Primary acquisition 
channel never activates; 
Segment 2 remains 
interested but stuck; 
word of mouth referral 
chain does not start 

Budget 
constraints 
#1 barrier at 
49% of 
institutions 

B2B price must 
absorb within 
existing program 
budgets without 
approval process 

Price at $2.99/ 
user/month; 
calibrated to 
$5-10/resident 
/month existing 
budgets 

Institutional 
B2B tier at 
$2.99 (90-day 
free pilot to 
demonstrate 
value before 
commitment) 

Institutional adoption 
stalls at the 'interesting 
but not budgeted' stage; 
primary acquisition 
channel delivers a 
fraction of projected 
users 

Scam 
protection 
~25% of open 
responses; 
privacy barrier    
at 25% of  
institutions 

Trust is a 
prerequisite; one 
breach ends the 
brand 
permanently 

Safety-first 
architecture 
visible from first 
screen; safety 
communicated 
before features 

Real name 
verification; 
scam alert AI; 
CCPA comply; 
Grade 8 
reading level 
privacy policy 

First publicized scam 
incident triggers 
institutional withdrawal, 
senior word of mouth 
condemnation, and 
permanent brand 
damage in a market with 
no second chances 

Cards 52%, 
words 45%, 
puzzles 41% 
(all turn-
based) 

Genre fit defines 
whether 
platform feels 
relevant or 
foreign 

Promote 
exclusively for 
turn-based, 
cognitively 
appropriate 
genres at 
launch 

50+ games 
across card, 
word, puzzle, 
and strategy 
categories (all 
turn-based, all 
age-appropriate) 

Seniors encounter fast 
paced or unfamiliar 
genres in first  session; 
conclude GreyPlay is not 
for them; churn before 
experiencing the social 
layer 

Table 13: Insights to Product Translation with Failure Modes 
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5.4 Pricing Strategy 
 

GreyPlay's pricing is set to maximize adoption speed while maintaining a viable model, not just 

to maximize revenue per user. In a platform business, adoption speed determines social graph 

density, which determines the quality of the peer social experience, which determines retention. 

A price that slows adoption also degrades the product, so the pricing structure reflects this logic. 

 

Tier Price Features 
Why This Price?                                          
The Reasoning Behind the Number 

Free $0/month Core features; 10-
category catalogue; 
basic social profile;  
5 AI sessions/day 

Eliminates the financial objection for the most 
hesitant adopters and allows family-setup 
without requiring a parent to spend. The free 
tier is not a lead generation mechanism, it is a 
social graph seed. A free-tier user who plays 
one game with a friend creates value for every 
other user in that person's network. 

Premium 
Monthly 

$7.99/month Unlimited features; 
full catalogue; HD 
video; group 
tournaments 

67% of seniors expressed interest in GreyPlay 
at this price level. $7.99 is below the 
$10/month threshold that psychologically 
registers as 'a significant subscription 
commitment' for the 65+ demographic while 
generating sufficient revenue for viable unit 
economics at scale. Below $5/month signals 
low quality and above $10/month triggers 
hesitation. $7.99 is the precision point. 

Premium 
Annual 

$79/year 
($6.58/month) 

Same as monthly 
plus 17% saving 

Reduces monthly churn by converting revenue 
commitment from monthly decision to annual 
decision. A senior who pays annually has 12 
months of social habit formation to deepen 
before facing a renewal choice. This is a 
retention strategy as much as a pricing 
strategy. 

Institutional 
B2B 

$2.99/user/ 
month 

Managed accounts; 
staff dashboard; 
onboarding; group 
events 

Calibrated to the $5-10/resident/month social 
programming budget of senior living facilities 
(the precise range where the purchase can be 
made at a department head level without 
escalating to a capital approval process). A 
$2.99 line item disappears into an existing 
budget, a $5+ line item requires justification. 
This distinction is the difference between a 2-
week sales cycle and a 6-month one. 

Table 14: GreyPlay Pricing Architecture 
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5.5 Distribution 
 

Channel 1: B2B Institutional Partnerships (The Strategic Entry Point) 

B2B partnerships are the mechanism that solves the cold-start problem inherent in social 

platforms. A social platform with no users has no social value. The institutional channel solves 

this by concentrating users geographically and socially: 20 facilities with an average of 100 

residents each yields 2,000 users who are already in proximity (physically or via shared 

institutional identity) and who have staff who can facilitate connections. This is the seed from 

which the social graph grows. 

Target criteria for Year 1 institutional partners: facilities with 50-200 residents (large enough to 

create meaningful in-network social density but small enough for the director to make adoption 

decisions without a procurement committee) located in Sun Belt metropolitan areas with high 

senior living facility concentrations (Phoenix, Miami, Tampa, Naples) and explicitly identified as 

having either no current digital social program or limited video call support only. This criteria 

identifies the highest urgency and lowest switching cost targets (facilities with a demonstrated 

gap that GreyPlay fills without displacing anything). 

The institutional sales motion has three phases. Phase 1: A 90-day free pilot with 3-5 staff 

training hours and an onboarding kit, demonstrating the operational simplicity. Phase 2: 

Conversion to paid ($2.99/user/month) following observable resident engagement, with the 

engagement dashboard providing the evidence. Phase 3: Expansion to referral relationships, 

with each satisfied institutional partner becoming a reference for the next, compressing the 

sales cycle as the peer evidence base grows. 

 
Channel 2: Family-Mediated Referrals (The Primary Consumer Acquisition Engine) 

79% of family influencer respondents would install and configure GreyPlay for their parent. This 

is not a minor distribution detail, it is the primary consumer acquisition mechanism. The family 

mediated setup model works because it solves two problems simultaneously: it removes the 

technology barrier for Segment 2 (the adult child navigates the setup) and it seeds the social 

graph (the adult child connects the parent to specific known peers). One family setup installation 

typically initiates three to five peer connections as the adult child thinks of other people the 

parent would want to reconnect with. 
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The family referral program is built as a flagship product experience with a dedicated 'Set up 

GreyPlay for someone you love' flow, designed with the same UX polish as the primary 

onboarding. It includes a guided account creation process requiring under 10 minutes, a peer 

connection assistant that prompts the adult child to identify specific people their parent would 

want to play with, and a family notification system that keeps the adult child informed of their 

parent's engagement without being intrusive. This flow is GreyPlay's highest converting 

acquisition motion not just a secondary feature. 

 
Channel 3: Healthcare Professional Referrals (The Trust Multiplier) 

Soft launching in Year 1 (months 7-12) and formally scaling in Year 2, the physician referral 

program leverages the clinical legitimacy of loneliness as a documented health risk. The target 

are those GPs, social workers, and occupational therapists who already discuss social wellbeing 

with patients and who are looking for actionable recommendations to make. GreyPlay provides 

shareable patient information cards and a documented evidence base (UCLA Loneliness Scale 

data from the platform) that gives physicians a credible and evidence backed recommendation 

they can make in a 10-minute consultation. 

 
Channel 4: Direct Digital Advertising (The Demand Generator) 

Facebook and YouTube advertising targeting adult children aged 40-65 with emotionally 

resonant storytelling campaigns. The primary campaign theme 'Give your parent the gift of 

connection' positions GreyPlay as an emotional gift rather than a technology product, skipping 

the technology anxiety that the app for seniors framing activates. This has a budget allocation 

of 45% of total marketing spend in Year 1, declining as B2B and referral channels mature and 

generate self-sustaining organic growth. 

 

5.6 Promotion 
 

Campaign 1: Awareness & Digital Acquisition 

'Play Together Again' with reconnection narratives: Authentic stories of former neighbors, 

colleagues, and community members rediscovering each other through shared games. Targets 

the 60% who feel lonely weekly with emotionally resonant storytelling that names the specific 

experience GreyPlay resolves. 
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Campaign 2: Partnerships & Institutional Channels 

'Sharper Every Day' cognitive wellbeing aspect with evidence backed positioning: Targets adult 

children and healthcare referrers who are motivated by clinical evidence rather than emotional 

narrative. 

 
Campaign 3: Activation & Retention 

'Gift Connection to Someone You Love' with a seasonal family targeting: Christmas, Mother's 

Day, Father's Day, Valentine's Day. Positions GreyPlay as the most meaningful gift of daily 

connection on the recipient's terms, not a physical object that sits unused. 

 

Channel / Action Description Budget ($) % of Total 

Facebook /   
Instagram Ads 

Emotionally targeted ads reaching adult 
children aged 40–65; “Gift of Connection” 
campaign 

$47,250 30% 

B2B Institutional 
Sales 

Direct outreach, pilot proposals, and 
onboarding materials for senior living 
operators 

$39,375 25% 

YouTube Ads Storytelling video campaigns using 
reconnection and cognitive wellbeing 
narratives; “Gift of Connection” campaign 

$23,625 15% 

Physician /    
Caregiver Program 

Referral kits, patient info cards, and clinical 
evidence materials for GPs and social 
workers 

$15,750 10% 

Content & Earned    
PR 

Loneliness-narrative media placements and 
editorial content targeting health and family 
press 

$15,750 10% 

Podcast   
Sponsorships 

Audio sponsorships on senior-focused and 
family caregiver podcasts; highest-growth 
audio demographic 

$15,750 10% 

Table 15: GreyPlay Year 1 Marketing Budget 

 

Channel Budget % Primary KPI Strategic Rationale 

B2B Institutional 
Sales 

25% 50 partners;             
2,000 users in Year 1 

CAC ~$15 (lowest of any 
channel); warm market (69% 
interest); seeds social graph; 
zero concept-selling required 
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Facebook / 
Instagram Ads 

30% CPA < $35               
(family-mediated) 

Adult children 40-65 are the 
highest-intent consumer 
audience; 79% would configure 
for parent; emotional gift 
narrative bypasses technology 
anxiety 

YouTube Ads 15% Video completion >40% Storytelling format; emotional 
reconnection narratives 
perform strongly; senior 
viewership on YouTube 
growing substantially 

Physician / 
Caregiver 
Program 

10% 50+ referrals Year 1 (soft 
launch); 500+ by end of 
Year 2 

Highest-trust channel in a trust-
first market; UCLA Loneliness 
Scale data provides physician-
grade evidence for 
recommendation credibility 

Content and 
Earned PR 

10% 5 major media 
placements 

Loneliness epidemic narrative 
generates organic media 
interest at zero marginal cost; 
earned coverage multiplies 
paid reach 3-5x in a niche 
market 

Podcast 
Sponsorships 

10% 500k impressions Senior podcast listenership is 
the fastest-growing audio 
demographic; audio-
comfortable format for a group 
that grew up with radio 

Table 16: GreyPlay Marketing Media Mix 

 

5.7 Go-to-Market Plan 
 

The go-to-market plan is structured around a deliberate sequencing logic: 1) Institutional 

partners because they concentrate users and seed the social graph, 2) Family referrals because 

they convert Segment 2 at scale, and 3) Physician referrals because they provide clinical 

credibility that enables institutional expansion into healthcare-adjacent settings. During the 

implementation, there will be direct consumer advertising that supports awareness while the 

higher value channels build. 
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Phase Timing Focus Key Milestones 

Phase 0:  
Foundation 

Months  
1-6 

Platform MVP; 5 beta institutional 
partners (3 in Tampa and 2 in 
Phoenix); founding team hire; brand 
and safety architecture 

500 beta users; 5 signed 
MOUs; product-market fit 
evidence: DAU/MAU >30%; 
zero safety incidents 

Phase 1:  
Launch 

Months  
7-12 

20 institutional partners; family 
referral campaign; physician 
program soft launch; PR around 
loneliness narrative 

2,100 MAU; 315 premium 
subs; 20 B2B partners; Net 
Promoter Score baseline 

Phase 2:  
Scale 

Year 2 50 total B2B partners; scale direct 
digital; brand sponsorship launch; 
Series A raise triggered by PMF data 
(DAU/MAU >40%, churn <3.5%) 

12,600 MAU; 2,772 premium 
subs; approach operating 
break-even; Series A secured 

Phase 3:  
Growth 

Years 3-4 National rollout; physician referral 
maturity; team expansion to 8-9; 
academic partnership for impact 
study 

40,000+ MAU; cash-flow 
positive; Canada/UK 
expansion feasibility assessed 

Phase 4:  
Maturity 

Year 5 Network effects operating; product 
extensions (virtual tours, group 
fitness); exit or growth financing 
preparation 

440,000 registered; 105,600 
premium subs; NPV $1.14M 
realized; secondary market or 
strategic acquirer approach 

Table 17: Phased Go-to-Market Plan 
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6. Organization 
 

6.1 Team Structure 
 

Role Yr1 Yr2 Yr3 Yr4 Yr5 Year 1 Salary (USD) 

CEO / Product Lead 1 1 1 1 1 $90,000 

CTO / Engineering Lead 1 1 1 1 1 $100,000 

Head of Growth 1 1 1 1 1 $80,000 

Customer Success Manager 0 1 1 2 2 $65,000 

Full-Stack Engineer 0 1 2 2 3 $85,000 

B2B Sales Manager 0 0 1 1 2 $75,000 

Content & Moderation Specialist 0 0 1 1 1 $55,000 

Total Headcount 3 5 8 9 11 — 

Table 18: Team Structure and Salary Forecast 

 

Note: Personnel costs in the income statement include a ~10% employer burden for payroll 
taxes and statutory contributions applied on top of the base salaries shown above. 

 
 
The founding team structure reflects a deliberate prioritization: product quality (CEO), platform 

reliability (CTO), and institutional acquisition (Head of Growth) are the three functions that 

determine success in Year 1. The Head of Growth's Year 1 mandate is not digital advertising, it 

is signing 20 institutional partners and building the family referral product flow. These are the 

two highest-leverage acquisition motions available before the social graph is self-sustaining. 

An advisory board is established in Year 1: geriatric physician (UCLA Loneliness Scale clinical 

validation and physician referral credibility), senior living operator (B2B channel intelligence and 

first-look access to potential partners), digital accessibility expert (WCAG compliance verification 

and UX review from the user perspective), and AgeTech investor (fundraising environment 

navigation and competitive landscape intelligence). 
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6.2 Legal Framework 
 

Legal Structure 

GreyPlay is incorporated as a Delaware C-Corporation. Share capital: founding team (75%, 4-

year vesting with 1-year cliff), ESOP pool (15%), and initial investors (10%). 

 
Intellectual Property 

GreyPlay brand, logo, and distinctive UX interaction patterns registered as USPTO trademarks. 

AI assistant interaction design and game promotion algorithm protected as trade secrets. The 

trade secret classification is appropriate because these assets are most valuable when not 

disclosed (patent protection requires publication of the underlying method). Patent filing is 

assessed in Year 2-3 if novel AI fine-tuning methodology for senior-specific interaction yields 

defensible claims. 

 
Data Privacy 

Full CCPA compliance from launch, establishing the highest U.S. state-level standard as the 

universal baseline. Fractional Data Protection Officer engaged from Year 1. Privacy policy written 

at Grade 8 reading level (not a regulatory gesture but a genuine accessibility commitment to a 

demographic for whom dense legal language is a real barrier to understanding). The 25% of 

institutional professionals citing data privacy as an adoption barrier will read the privacy policy, 

so it must be legible. 

 
Elder Law Considerations 

Terms of Service reviewed by elder law counsel with specific attention to family linked account 

provisions: family access requires explicit primary user invitation, operates with granular 

permission controls, and can be revoked at any time. This design protects against well-

intentioned but autonomy undermining family oversight while providing the family monitoring 

features that 32% of care professionals rate as valuable. 
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7. Financial Plan and Feasibility Assessment 
 

7.1 Key Assumptions 
 

Parameter Assumption Basis and Logic 

SAM / SOM    
Target 

440,000 registered 
users (5% SAM) by 
Year 5 

Conservative: excludes 65-74 secondary segment and 
international market; 5% is the lower bound of 
comparable consumer platform penetration in validated 
demand markets 

Free-to-Premium 
Conversion 

15% Year 1 rising to 
30% Year 5 

Survey: 67% WTP; adjusted down for technology 
hesitancy and family setup trial dynamics; comparable 
freemium wellness platforms achieve 10-25%; 30% by 
Year 5 reflects network effect retention improvement 

Monthly Churn 
(Premium) 

3.5% Year 1 
declining to 2.0% 
Year 5 

Senior loyalty is structurally high once adoption habits 
form since the primary churn risk is pre-habit, not post-
habit. 3.5% Year 1 reflects high pre-habit churn; 2.0% 
Year 5 reflects a retained user base with established 
social routines on the platform 

ARPU (Premium) $7.99/month 
($95.88/year) 

Survey-validated; annual prepay at $6.58/month  
blended equivalent; below the $10/month psychological 
commitment threshold for the demographic 

B2B Institutional 
Pricing 

$2.99/user/month Calibrated to absorb within $5-10/resident/month 
existing program budgets without procurement 
escalation 

Customer 
Acquisition Cost 

$45 blended Year 1 
declining to $28 on 
Year 5 

B2B: $15; family referral: $30; direct digital: $70; blended 
declining as referral and institutional channels mature 
and self-perpetuate 

LTV           
(Premium, Year 5) 

~$384 ($7.68 / 2.0% 
monthly churn) 

Conservative: excludes upsell to institutional tier and 
affiliate revenue; standard SaaS LTV = ARPU / monthly 
churn 

LTV/CAC Year 5 13.7x LTV $384 / CAC $28; healthy SaaS benchmark: >3x; 
network effects reduce effective CAC 

Infrastructure Cost $0.50/active 
user/month 

AWS managed services; comparable consumer mobile 
apps at equivalent scale 

WACC 12% Early-stage startup risk premium; consistent with 
AgeTech/SaaS comparable company benchmarks 

Table 19: Core Financial Assumptions 
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Relevant Points in the Financial Assumptions 

For the LTV, the blended ARPU of $7.68/month reflects 78% of Year 5 premium subscribers 
on monthly plans ($7.99/month) and 22% on annual plans ($6.58/month equivalent). This 
gives the final calculation of: LTV = $7.68 ÷ 2.0% monthly churn = $384.00. The annual plan 
mix is consistent with observed SaaS maturity curves where a minority of loyal long-term 
users migrate to annual prepay. The LTV/CAC of 13.7x at Year 5 is derived as follows: LTV 
$384.00 ÷ Year 5 CAC of $28.00 = 13.7x. The simple calculation of $7.99 ÷ 2.0% churn = 
$399.50 ÷ $28.00 = 14.3x applies only to users exclusively on monthly plans. The 13.7x figure 
correctly accounts for the blended annual/monthly subscription mix at Year 5 maturity. 

For the Infrastructure Cost, the $0.50/active user/month rate represents the steady-state 
infrastructure cost applicable from Year 3 onwards, reflecting volume pricing on AWS 
managed services at scale. Per-user infrastructure cost in Year 1 ($1.00/MAU/month) and 
Year 2 ($0.60/MAU/month) is higher due to minimum cloud provisioning commitments (base 
database instances, CDN configuration, and API gateway costs) which are fixed regardless of 
user count and are amortized across a smaller active user base in the early quarters. As MAU 
scales, the per-user rate converges to the steady-state benchmark. All infrastructure figures 
in Table 22 correctly reflect these declining per-unit rates: $25,200 (Year 1), $90,720 (Year 2), 
and $0.50 × MAU × 12 from Year 3 onwards. 

Note: Revenue Projections in Table 21 apply the $7.99/month billing rate to all subscribers, 
since annual subscribers pay the full year upfront at the same nominal price, the $7.68 
blended ARPU is used exclusively for the LTV calculation. 

 

7.2 User Growth Projections 
 

 Year 1 Year 2 Year 3 Year 4 Year 5 

Total Registered Users 3,500 18,000 65,000 210,000 440,000 

Monthly Active Users 2,100 12,600 49,400 163,800 352,000 

Free Tier MAU 1,785 9,828 37,544 119,574 246,400 

Premium Subscribers 315 2,772 11,856 44,226 105,600 

Conversion Rate              
(Free to Premium) 

15% 22% 24% 27% 30% 

B2B Institutional Users 2,000 6,000 15,000 35,000 65,000 

B2B Partners 20 50 120 280 500 

Table 20: User Growth Projections (Base Case) 

 

Note: Partner growth in Years 3-5 is supported by an increasingly referral-driven sales motion. 
By Year 3, 120 active partners generate meaningful inbound referrals from adjacent facilities, 
reducing outbound sales dependency and making the projected growth achievable with the 
planned team structure. 
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Figure 14: User Growth Rate (Base Case) Graph 

 

7.3 Revenue Projections 
 

 
Year 1 Year 2 Year 3 Year 4 Year 5 

Premium Subscriptions (B2C) $30,240 $265,680 $1,136,909 $4,245,274 $10,131,648 

B2B Institutional Licenses $71,760 $215,280 $538,200 $1,256,100 $2,331,900 

Affiliate Commissions $1,680 $14,400 $52,500 $204,750 $528,000 

Brand Sponsorships $0 $75,000 $120,000 $200,000 $350,000 

Total Revenue $103,680 $570,360 $1,847,609 $5,906,124 $13,341,548 

YoY Revenue Growth — +450% +224% +220% +126% 

Table 21: Revenue Projections by Stream (Base Case, USD) 

 
B2B licenses dominate Year 1 revenue at $71,760 (69% of total), reflecting the institutional-first 

GTM strategy. This distribution reverses by Year 2 as consumer subscriptions scale. The revenue 

diversification across four streams (subscriptions, B2B, affiliate, sponsorship) reduces 

concentration risk while the B2B stream provides cash flow predictability (institutional contracts 

are typically annual) that consumer subscription churn cannot provide in the early years. 
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7.4 Income Statement 
 

 
Year 1 Year 2 Year 3 Year 4 Year 5 

Total Revenue $103,680 $570,360 $1,847,609 $5,906,124 $13,341,548 

- Infrastructure and AI $25,200 $90,720 $296,640 $983,040 $2,112,000 

- Moderation and Support $36,000 $72,000 $108,000 $180,000 $240,000 

- Affiliate Payouts $840 $7,200 $26,250 $102,375 $264,000 

Gross Profit $41,640 $400,440 $1,416,719 $4,640,709 $10,725,548 

Gross Margin 40.2% 70.2% 76.7% 78.6% 80.4% 

- Personnel Costs $270,000 $429,000 $660,000 $762,000 $946,000 

- Marketing and CAC $157,500 $510,000 $1,300,000 $2,940,000 $5,880,000 

- Platform Development $120,000 $80,000 $60,000 $60,000 $80,000 

- Legal and Administration $40,000 $50,000 $60,000 $75,000 $90,000 

EBITDA - $545,860 - $668,560 - $663,281 $803,709 $3,729,548 

EBITDA Margin — — — 13.6% 27.9% 

 - Depreciation & Amortization $15,000 $15,000 $15,000 40,000 80,000 

 - Interest Expense $9,000 $8,000 $5,000 20,000 30,000 

 - Taxes — — — 153,677 833,637 

Net Profit / (Loss) - $569,860 - $691,560 - $683,281 $590,032 $2,785,911 

Net Margin — — — 10.0% 20.9% 

Table 22: Projected Income Statement (Base Case, USD) 

 

Regarding the Taxes, Year 4 effective tax rate of 20.7% reflects the partial-year profitability 
structure of the base case, in which operating cash flow break-even is achieved in Q3 of Year 
4. Operating losses in the first half of Year 4 partially offset taxable income generated in second 
one, producing a blended annual effective rate of 20.7% (marginally below the 21% U.S. federal 
statutory rate). Year 5 effective tax rate of 23.0% reflects the full 21% federal corporate tax rate 
applied to a complete year of uninterrupted profitability and an estimated 2% blended state 
income tax rate, reflecting GreyPlay's Delaware incorporation and multi-state revenue nexus 
at Year 5 scale, net of the federal deductibility of state taxes.  

Note: This model does not apply NOL carryforward treatment from Years 1-3, which would 
further reduce effective tax rates in Years 4 and 5, making the tax figures presented here a 
conservative understatement of net profitability. 
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The income statement reflects the growth pattern typical of platform businesses. Years 1-3 

require sustained investment to build social graph density sufficient for network effects to 

emerge, and Years 4-5 harvest the network effects as marginal CAC declines and marginal 

revenue per user increases. The gross margin expansion from 40% to 80% is the clearest signal 

of this dynamic since infrastructure and moderation costs are mostly fixed but the subscription 

revenue is not. 

Marketing spend remains elevated in Years 4-5 (~44% of Year 5 revenue), reflecting continued 

growth-phase investment during the period of fastest network expansion. The declining blended 

CAC ($45 Year 1 to $28 Year 5) confirms improving unit economics even as absolute spend grows. 

Post-Year 5, as referral and organic channels mature, marketing as a percentage of revenue is 

expected to normalize in the 20-30% range typical of SaaS businesses at full operating maturity. 

 

Year Free Cash Flow (EBITDA) Discount Factor (1.12) Present Value 

Year 1 - $545,860 0.8929 - $487,375 

Year 2 - $668,560 0.7972 - $532,969 

Year 3 - $663,281 0.7118 - $472,043 

Year 4 $803,709 0.6355 $510,791 

Year 5 $3,729,548 0.5674 $2,116,726 

NPV (12% WACC) $1,135,130 

IRR ~37% 

Table 23: Base Case NPV and IRR Calculation 

 
In this model, EBITDA approximates free cash flow because the business operates as a capital-

light digital platform in which all development, infrastructure, and moderation costs are fully 

expensed in the income statement with no significant physical capital expenditure. The $2.25M 

total funding requirement is financed through staged equity and debt rounds (Table 23) and is 

reflected as operating losses in Years 1-3, therefore it is embedded in the cash flow series rather 

than modeled as a separate Year 0 outflow. IRR is interpolated between two bracketing rates: 

NPV = $32,936 at r = 35.0%, and NPV = - $32,197 at r = 38.0%, the crossover being 36.5% (~37%). 
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7.5 Cash Flow and Funding 
 

Source Amount Timing Structure and Strategic Logic 

Founder Equity $150,000 Year 0 Self-funded; no dilution; demonstrates founder 
commitment to investors in subsequent rounds 

Friends and 
Family Seed 

$100,000 Year 0 SAFE notes; 20% discount on next priced round; builds 
investor network before formal raise 

Pre-Seed VC / 
Angel 

$350,000 Year 0-1 ~10% equity at $3.5M pre-money valuation; targets 
AgeTech-specialist angels with sector networks 

Government / 
Innovation 
Grants 

$50,000 Year 1 Non-dilutive; NIH AgeTech programs and SBA 
Innovation grants (primary eligibility criteria already 
met by GreyPlay's loneliness-reduction mission) 

Bank / SBA  
Loan 

$100,000 Year 1 6% interest; 5-year repayment; appropriate for 
predictable B2B institutional revenue stream 

Series A 
(anticipated) 

$1,500,000 Year 2 ~15% equity; conditional on DAU/MAU >40% and 
monthly churn <3.5%; targets investor narrative 
around aging population + loneliness epidemic + 
proven PMF 

Total Financing $2,250,000 — Covers peak cumulative deficit with buffer; Series A 
timing conditional on Year 1 institutional traction data 

Table 24: Funding Plan 

 

7.6 Scenario Analysis 
 

Metric Base Case 
Pessimistic Scenario  

(-20% Rev, +15% Costs) 

Optimistic Scenario 

(+20% Rev, -10% Costs) 

 NPV (12% WACC) $1,135,130 - $3,310,000 $4,977,245 

 IRR ~37% — ~107% 

 Cash-Flow Break-Even Q3 Year 4 Beyond Year 5 Q4 Year 3 

 LTV/CAC at Year 5 13.7x 8.8x 17.8x 

 5-Year Cumulative Revenue $21,769,321 $17,415,457 $26,123,185 

Table 25: Scenario Analysis 

 
The scenario analysis reveals the most important structural characteristic of GreyPlay's financial 

profile. Under the pessimistic scenario, LTV/CAC at Year 5 remains at 8.8x (well above the 3x 
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viability threshold) confirming that the unit economics of the business model are sound even 

under severe combined pressure. However, under this scenario EBITDA does not turn positive 

within the five-year projection window, a result driven by the structure of the marketing cost 

model: in Years 4-5 of the base case, marketing spend already represents approximately 44% of 

revenue, and the 20% revenue contraction combined with a 15% cost increase pushes the 

marketing to revenue ratio to 63% in Year 5, preventing positive EBITDA within the period.  

This scenario is therefore best characterized as a severe combined stress test rather than a 

typical pessimistic case. A rational management response (proportional reduction of marketing 

spend relative to observed revenue performance) would restore EBITDA break-even to 

approximately Year 6 while maintaining the same unit economics trajectory. The fundamental 

business model is not impaired, the break-even horizon is extended, not eliminated. The driver 

of scenario divergence is the free-to-premium conversion rate of the conditional user segment, 

a product design challenge already identified as the primary execution variable throughout this 

document, and one that is operationally solvable. 

 
Pessimistic Scenario Income Statement (-20% Revenue, +15% Costs, USD) 

 
Year 1 Year 2 Year 3 Year 4 Year 5 

Total Revenue $82,944 $456,288 $1,478,087 $4,724,899 $10,673,238 

- Infrastructure and AI $28,980 $104,328 $341,136 $1,130,496 $2,428,800 

- Moderation and Support $41,400 $82,800 $124,200 $207,000 $276,000 

- Affiliate Payouts $966 $8,280 $30,188 $117,731 $303,600 

Gross Profit $11,598 $260,880 $982,563 $3,269,672 $7,664,838 

Gross Margin 14.0% 57.2% 66.5% 69.2% 71.8% 

- Personnel Costs $310,500 $493,350 $759,000 $876,300 $1,087,900 

- Marketing and CAC $181,125 $586,500 $1,495,000 $3,381,000 $6,762,000 

- Platform Development $138,000 $92,000 $69,000 $69,000 $92,000 

- Legal and Administration $46,000 $57,500 $69,000 $86,250 $103,500 

EBITDA - $664,027 - $968,470 - $1,409,437 - $1,142,878 - $380,562 

EBITDA Margin — — — — — 

- Depreciation & Amortization $15,000 $15,000 $15,000 $40,000 $80,000 
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- Interest Expense $9,000 $8,000 $5,000 $20,000 $30,000 

- Taxes — — — — — 

Net Profit / (Loss) - $688,027 - $991,470 - $1,429,437 - $1,202,878 - $490,562 

Net Margin — — — — — 

Table 26: Projected Income Statement (Pessimistic Scenario, USD) 

 
Optimistic Scenario Income Statement (+20% Revenue, -10% Costs, USD) 

 
Year 1 Year 2 Year 3 Year 4 Year 5 

Total Revenue $124,416 $684,432 $2,217,131 $7,087,349 $16,009,858 

- Infrastructure and AI $22,680 $81,648 $266,976 $884,736 $1,900,800 

- Moderation and Support $32,400 $64,800 $97,200 $162,000 $216,000 

- Affiliate Payouts $756 $6,480 $23,625 $92,138 $237,600 

Gross Profit $68,580 $531,504 $1,829,330 $5,948,475 $13,655,458 

Gross Margin 55.1% 77.7% 82.5% 83.9% 85.3% 

- Personnel Costs $243,000 $386,100 $594,000 $685,800 $851,400 

- Marketing and CAC $141,750 $459,000 $1,170,000 $2,646,000 $5,292,000 

- Platform Development $108,000 $72,000 $54,000 $54,000 $72,000 

- Legal and Administration $36,000 $45,000 $54,000 $67,500 $81,000 

EBITDA - $460,170 - $430,596 - $42,670 $2,495,175 $7,359,058 

EBITDA Margin — — — 35.2% 46.0% 

- Depreciation & Amortization $15,000 $15,000 $15,000 $40,000 $80,000 

- Interest Expense $9,000 $8,000 $5,000 $20,000 $30,000 

- Taxes — — — $503,300 $1,670,000 

Net Profit / (Loss) - $484,170 - $453,596 - $62,670 $1,931,875 $5,579,058 

Net Margin — — — 27.3% 34.8% 

Table 27: Projected Income Statement (Optimistic Scenario, USD) 
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8. Value Chain 
 

GreyPlay's value chain centers on orchestration. Connecting seniors to age-appropriate content, 

to peers they want to play with, and to support services that remove every technical barrier. 

Unlike product companies where value chain analysis emphasizes manufacturing efficiency, 

GreyPlay's competitive advantage resides in the quality and reliability of three specific 

orchestration functions (finding the right games, connecting the right people, and removing the 

friction that prevents engagement). 

 

Activity Type GreyPlay Action 
Value Created and                       
Why It Cannot Be Outsourced 

Platform 
Development 

Primary React Native cross-
platform; AWS cloud; 
lean engineering team 

Accessibility and simplicity are 
architectural requirements, not 
features, they must be embedded in 
the platform infrastructure and not 
added on top. Cannot be outsourced 
because every external dependency 
degrades the UX consistency that 
Segment 2 requires. 

Content Curation Primary Editorial team 
promotes turn-based, 
cognitively appropriate 
games; AI 
personalization; genre 
filters 

Promotion quality determines whether 
the platform feels relevant or foreign 
to a 75+ user in the first session. The 
decision of what not to include 
(excluding fast-paced, complex, or 
visually overwhelming games) is as 
important as what to include. This is 
not an algorithm. 

User Onboarding Primary AI assistant + family-
setup flow; senior-
presenter video 
tutorials; phone 
support 

Converting the 41% conditional market 
is entirely a function of onboarding 
quality. Every dollar invested here 
reduces CAC and increases LTV 
simultaneously, the unique property of 
onboarding versus all other investment 
categories. 
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Trust and Safety Primary Real-name verification; 
scam alert AI; human 
moderation <4 hours; 
CCPA compliance 

Trust is not recoverable once lost in 
this demographic. Every safety 
investment is also a brand investment 
and in a word-of-mouth market, brand 
is the primary acquisition asset. This 
activity cannot be outsourced without 
degrading the response time and 
judgment quality that rapid safety 
incidents require. 

B2B Partnership 
Management 

Primary Dedicated account 
management; staff 
training; engagement 
dashboards; group 
tournament facilitation 

Institutional relationships generate the 
lowest CAC, seed the social graph, and 
provide the reference base that 
compresses subsequent sales cycles. 
These relationships are personal, not 
transactional (they require human 
investment and cannot be automated). 

Technology 
Infrastructure 

Support AWS managed services; 
LLM API for AI 
assistant; mobile-first 
architecture 

$0.50/active user/month enables 80% 
gross margin at scale. The lean 
infrastructure cost structure is a 
deliberate competitive advantage, it 
means GreyPlay can remain profitable 
at a price point that discourages 
competitive entry. 

Marketing and 
Brand 

Support Storytelling campaigns; 
family referral 
program; loneliness PR; 
physician program 

In a demographic where trust is earned 
through personal recommendation 
rather than advertising, brand is built 
through observed impact like seniors 
telling other seniors, daughters 
recommending to sisters. Every 
product quality improvement is a 
marketing investment. 

Table 28: GreyPlay Value Chain Analysis 

 
The highest-leverage activity is user onboarding because it is the commercial mechanism that 

determines whether 41% of the addressable market ever engages with the platform. Converting 

the conditional segment is not a marketing problem, it is a product design and support problem. 

This is why the Head of Growth's Year 1 budget allocates more to B2B institutional partnerships 

and family referral product development than to digital advertising. 
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9. Social Impact and SDG Alignment 
 

9.1 The Social Case 
 

GreyPlay's commercial viability and social mission are not parallel objectives, they are the same 

objective expressed at different levels of abstraction. The platform's ability to generate revenue 

is entirely dependent on its ability to reduce loneliness, since care professionals recommend it 

because residents become more engaged, families share it because parents seem happier, and 

seniors refer it to friends because Thursday evening Rummy has become the best part of their 

week. None of these acquisition mechanism’s function if the product does not genuinely deliver 

social connection. The social impact is the commercial engine. 

The academic evidence base for gaming enabled social connection as a loneliness intervention 

is robust. Allaire et al. (2013) documented significantly lower depression scores and higher social 

functioning among gaming seniors. Kaufman et al. (2016) found that social gaming (where peer 

interaction is integral) yields outcomes superior to solitary gaming. Wollersheim et al. (2010) 

documented measurable improvements in social connectedness in aged care settings where 

communal gaming was introduced. This project's primary research confirms the scale: 60% of 

seniors lonely weekly (Survey B) and 64% of professionals observing near-universal loneliness 

(Survey A). The evidence base justifies the commercial model built around the product. 

 

9.2 SDG Alignment 
 

SDG Align. Level GreyPlay's Measurable Contribution 

SDG 3 — Good 
Health and 
Well-being 

Core 
(Direct) 

Directly combats loneliness-related health risks. 60% of seniors 
lonely weekly (Survey B). UCLA Loneliness Scale tracked 
longitudinally. National Academies: social isolation costs 
Medicare $6.7B annually. GreyPlay addresses a quantifiable 
health-economic burden, making a case for eventual Medicare 
digital wellness reimbursement. 

SDG 9 — 
Industry, 
Innovation & 
Infrastructure 

High Advances inclusive digital infrastructure for a population 
excluded from mainstream tech innovation. AI assistant and 
WCAG 2.1 AA design represent substantive contribution to 
technology design for ageing populations. 52% of care-setting 
seniors have low digital literacy (Survey A). GreyPlay lowers the 
participation barrier without requiring literacy improvement. 
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SDG 10 — 
Reduced 
Inequalities 

High Free tier ensures price accessibility across income levels. B2B 
institutional channel reaches seniors in residential settings with 
fewer individual resources. Senior-specific UX design removes 
the digital access inequality that disproportionately affects older 
adults with lower prior technology exposure. 

SDG 11 — 
Sustainable 
Cities and 
Communities 

Moderate Fosters virtual community participation without mobility 
requirements that are relevant to rural seniors for whom in-
person programming is unavailable, and to urban seniors with 
mobility limitations. Reduces transport emissions associated with 
in-person social visits at scale. 

SDG 17 — 
Partnerships  
for the Goals 

Moderate Multi-stakeholder model amplifies impact: B2B institutional 
partners, healthcare providers, and family influencers each 
extend social reach beyond direct platform users. Academic 
partnership from Year 3 creates shared research infrastructure 
that benefits the broader ageing research community. 

Table 29: UN SDG Alignment 

 

 
Figure 15: The 17 SDGs 

 

9.3 Impact Measurement Framework 
 

GreyPlay implements four evidence-based measurement mechanisms integrated into the 

platform from launch. Unlike platforms that claim social impact through proxy metrics alone, 

GreyPlay uses validated gerontological instruments because institutional buyers and academic 

partners require clinical-grade evidence, and because the commercial referral chain requires 

observable user improvement that can be communicated with credibility by care staff to families 

and regulators. 
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• Loneliness Reduction: UCLA Loneliness Scale (Version 3) at account creation and 90-day 

intervals for opt-in users. Produces longitudinal, scientifically validated outcome data. Published 

annually in GreyPlay Social Impact Report (simultaneously a transparency commitment and the 

most credible marketing document available for institutional B2B sales). 

• Social Connection Formation: Platform metrics track friend connections formed, multiplayer 

session frequency, call duration, and message volume. Cross-validated against UCLA scale self-

reports to establish which engagement patterns correlate most strongly with wellbeing 

improvement, enabling product prioritization decisions based on impact evidence. 

• Digital Inclusion: Proportion of users in lower-income zip codes and proportion on the free 

tier tracked as equity indicators. Free tier is maintained as a non-negotiable commitment, 

meaning no revenue pressure will reduce its social functionality below a meaningful 

engagement threshold. 

• Academic Partnership (Year 3): Longitudinal study commissioned through a gerontology 

research institution. Peer-reviewed evidence serves a dual function: ethical obligation and 

commercial asset. It is the evidence base that enables physician referral program credibility and 

closes institutional B2B sales in healthcare adjacent settings. 

 

9.4 Limitations and Ethical Considerations 
 

GreyPlay is not a clinical intervention and makes no medical claims. The platform provides a 

social environment and the human connection arising from shared activity is the active 

ingredient. Two boundaries are explicitly acknowledged. First, the platform cannot serve adults 

who lack both basic digital literacy and device access, the most severely isolated seniors may be 

the hardest to reach via consumer channels. The B2B institutional channel partially addresses 

this through staff-facilitated access in care settings. Second, the platform is inappropriate for 

adults with moderate to severe cognitive impairment without sustained caregiver mediation. 

GreyPlay is a social enrichment tool for cognitively independent older adults, not a dementia 

care solution. Both limitations are documented in the product /platform communications and 

support materials. 
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10. Conclusions & Recommendations 
 

10.1 Summary of Findings 
 

This Capstone Project set out to answer whether a digital social gaming platform for adults aged 

75+ is economically viable as a standalone entrepreneurial venture capable of generating 

meaningful social impact. The answer is yes, with two conditions: the product must be simple 

enough to convert the 41% of seniors who are interested but hesitant, and the B2B institutional 

channel must be prioritized in Year 1 to seed the social graph before consumer channels scale. 

The market evidence is compelling and cross-validated. 60% of senior respondents feel lonely at 

least weekly, persisting even among the 43% who live with family (confirming the problem is 

peer engagement, not physical proximity). 80% play games or are interested, 50% are open to 

online multiplayer conditional only on simplicity, 74% use smartphones, and 67% are interested 

or very interested in GreyPlay. The demand is real, large, and structurally underserved. 

The institutional evidence is strategically more significant, with 69% of care professionals 

express adoption interest while only 5% cite lack of evidence as a barrier. Budget (49%), 

technology resistance (43%), and staff time (42%) are the top obstacles but all directly 

addressable by GreyPlay's $2.99 pricing, self-service design, and automated engagement 

dashboard. GreyPlay enters a warm market that needs operational demonstration. 

The financial model delivers a base-case NPV of $1.14M and IRR of ~37% at a 12% hurdle rate. 

Under the pessimistic stress test, LTV/CAC of 8.8x confirms that unit economics remain sound 

even under severe combined revenue and cost pressure, though EBITDA break-even is pushed 

beyond the five-year projection window in the most adverse scenario. The primary variable 

driving scenario divergence is conditional user conversion speed, a product design problem and 

not a market problem. 

 

10.2 Insight-to-Decision Traceability 
 

Survey Insight Implication GreyPlay Decision 

60% lonely weekly; 43% lonely 
even with family 

Loneliness is peer 
engagement deficit, not     
co-habitation deficit 

Platform built for peer social 
connection, not positioned as 
family communication tool 
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50% open to multiplayer if 
simple; 32% conditional 

Demand exists at scale but 
gated by complexity alone 

AI assistant; 3-tap maximum; 
family-setup flow as non-
negotiable launch requirements 

72% of professionals: large-
text interface is #1 valued 
feature 

Accessibility defines the 
addressable market, not a 
feature 

WCAG 2.1 Level AA; min 18pt 
font; 48×48px touch targets    
from day one 

52% low/very low digital 
literacy in care settings 

Conditional users (41%) 
cannot self-onboard 

B2B institutional channel with 
staff training kits as Year 1 
primary GTM; family setup as 
consumer primary acquisition 

Budget constraints #1 barrier 
at 49% of institutions 

Price must absorb within 
existing program budgets 
without approval process 

$2.99/user/month (calibrated to 
$5-10/resident/month existing 
budget); absorbed at department 
head level 

Security and scam protection 
~25% of open responses 

Trust is a prerequisite; one 
breach is unrecoverable 

Real-name verification; scam 
alert AI; CCPA compliance; safety 
as brand promise, not footnote 

Cards 52%, words 45%, puzzles 
41% (all turn-based) 

Genre fit determines platform 
relevance in first session 

Launch catalogue: 50+ games 
exclusively in card, word, puzzle, 
strategy (all turn-based and age 
appropriate) 

47% already use video calls; 
74% use smartphones 

Technology habits exist; 
missing is peer social context 

Mobile-first; video calling 
mirrors familiar WhatsApp UX, 
no new technology behavior 
required 

69% institutional interest; 17% 
have no social program 

Institutions are warm market 
requiring operational 
demonstration, not concept 
education 

20 institutional partnerships as 
Year 1 primary GTM focus; 90-
day free pilot as sales conversion 
mechanism 

Table 30: Insight-to-Decision Traceability Matrix 

 

10.3 Key Recommendations 
 

• Prioritize the B2B institutional channel above all others in Year 1. Warm market, social graph 

seeding (this is the strategically optimal starting point). Begin with a group of five Sun Belt 

facilities in the Phase 0 beta, expanding to 20 by end of Year 1. The 90-day free pilot is the 

conversion mechanism, and the engagement dashboard is the closing argument. 

• Invest disproportionately in UX quality and the family setup flow before any feature expansion. 

41% of the market is waiting for a simpler product. Every engineering hour spent on onboarding 
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quality converts a portion of this segment before the first marketing dollar is spent. No new 

feature ships if it adds navigation complexity. 

• Design the family referral program as the single most polished experience in the product. 79% 

of families would configure the platform for their parent (this is GreyPlay's highest-converting 

acquisition motion). It must be built to that standard. 

• Pursue the Series A in Year 2 conditional on three observable metrics: DAU/MAU above 40%, 

monthly premium churn below 3.5%, and 20 institutional partners signed with verifiable 

resident engagement data. These three metrics are the evidence set that AgeTech investors in 

the loneliness space respond to most strongly. 

• Commission an academic study in Year 3. UCLA Loneliness Scale data from the platform 

provides the raw material, a university partner provides the peer-review credibility. The 

resulting evidence base is the most commercially powerful asset in physician referral program 

development and institutional B2B expansion into healthcare adjacent settings. 

• Maintain the free tier as genuinely useful throughout the growth phase. Every restriction on 

the free tier that is motivated by conversion pressure rather than product architecture 

undermines the trust narrative and the SDG 10 equity commitment that provides both brand 

differentiation and institutional credibility. 

 

10.4 Project Limitations 
 

Three limitations are explicitly acknowledged. First, Survey B has sampling constraints. The 

online distribution method over-represents digitally active seniors, meaning Segment 3 

(Resistant) is likely larger in the true population. Additionally, 56% of respondents are from Peru 

rather than the U.S. target market, findings are cross-validated against U.S.-specific secondary 

sources (AARP, Pew, Surgeon General's Advisory) and corroborated by the more geographically 

representative Survey A (38% U.S.). Finally, 58% of respondents are aged 65-74 rather than the 

primary 75+ target, the 75+ sub-sample (n≈42) directionally confirms the same trends, and the 

65-74 cohort ages into the primary segment within the projection window. 

Second, financial projections are inherently speculative. The pessimistic scenario (LTV/CAC of 

8.8x, delayed break-even) represents the most likely adverse outcome given the primary risk of 

slower than expected Segment 2 conversion. Actual results will depend on execution quality, 

competitive dynamics, and macro conditions that cannot be predicted with precision. 
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Third, the financial model covers the U.S. market exclusively. The presence of Spain and Peru in 

the survey sample suggests international demand that is not yet captured in financial 

projections. 

 

10.5 Final Assessment 
 

GreyPlay represents a convergence of a structurally large social problem, a commercially 

underserved market, a financially viable business model, and a meaningful social impact thesis. 

Its most durable competitive advantage is the alignment between commercial success drivers 

(user engagement, retention, word-of-mouth, institutional adoption) and social impact 

mechanisms (peer connection, shared activity, cognitive stimulation, loneliness reduction). 

Platforms that solve real problems for real people tend to grow. Platforms that are commercially 

sustainable while solving real problems tend to endure. GreyPlay is designed to be both. 

 

The research question asked whether GreyPlay is economically and socially viable as a 
standalone entrepreneurial venture. 

The answer (grounded in an expert interview, 165 survey respondents across nine 
countries, a validated financial model, and a structured risk analysis) is yes. 

The real question is not whether to build GreyPlay. It is whether to start this year, while the 
market is uncontested, or wait until a well-resourced competitor does. 
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