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Business models & financial viability in data spaces

« Opening
Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

- Data Spaces at a Crossroads: The Quest for Sustainable Business Models. On Public Funding, Market Viability, and the Role of

Public Policy (keynote)
Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD

« Financial Sustainability of Data Spaces: a Quantitative perspective
Nuria DeLama, Consulting Director — IDC (International Data Corporation)
« Success Factors for the Development of Data-Sharing Ecosystems
Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
« Data Space Business Value: Case Studies
Marko Turpeinen, CEO — 1001 Lakes
« Scaling European Data Spaces by Federating Data-Sharing Initiatives: Business Model Reflections from CEADS
Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
» Best practices to create business through a data space; the Data Space perspective
Savvas Rogotis, Senior Data Ecosystem Project Manager @ Big Data Value Association

« From Data Sharing to Business Impact
Heidi Korhonen, Senior Scientist Advanced Data Spaces — VTT

 Panel
« Closing
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Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)
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Business models & financial viability in data spaces

Industrial Circularity Mobility
U Manufacturing data Construction Multimodal MaaS
se Case . : . .
spaces; energy material passports; data spaces; urban
flexibility data product lifecycle logistics
Data Data Users sharing; data spaces; coordination
Providers supply-chain waste-to-resource
traceability matching
Cost savings; Higher residual Avoided
avolded value; congestion,;
Prov1der downtlr_ne, avmde;d primary emissions
better yields materials reduction

Governance

W Federation Authority
Service members

Providers

Service
Providers

(e.g., participant
agent, value-
creation, ...)

~ Based on Business Model for Data Space (DSSC Blueprint):

Health

EHDS-type spaces;
clinical research
registries

Faster research;
better outcomes;
avolded costs
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Business models & financial viability in data spaces

Data +
Infrastructure

Use_ Cas_es Business +
Applications Viability

Vision + Users +
Governance Authorizations
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Source: Business perspective of inspiring data space examples:
(DSSC White Paper)




Business models & financial viability in data spaces

Opening

Joint Values Beneficiaries

Government Coordination Entire ecosystem  Value lies between firms
Resilience Economy & society Avoided losses, not revenues
\ Innovation options Future entrants Uncertain, distributed
Profit\\\\ / Standards & learning Whole market Non-excludable
\ ( nformal Trust & governance  All participants Relational, not ownable
Private 4 Fair competition SMEs & regions Anti-monopoly effect
Policy outcomes Public sector External to firm cash flow

Associations

Business Communities

/ ‘ Based on Pestoff 1998, 2005
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Business models & financial viability in data spaces

Data Spaces at a Crossroads:
The Quest for Sustainable Business Models.

On Public Funding, Market Viability, and the Role of
Public Policy

Christian Reimsbach Kounatze*, Information Economist and Policy Analyst — OECD

* The opinions expressed and arguments employed in this presentation are those of the author and should not be reported as representing the
official views of the OECD or of its Members.
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The question is no longer whether data spaces can work.

Radar Overview

New Listings Radar Growth ( Development Stage \ Sectors
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The question is rather: Can they last?

Exploratory Only 11%

operational or scaling

Preparatory 25.1% (59)

Just 1 is scaling

Implementation 54.5% (128)

Operational 10.6% (25)

Scaling 0.4% (1)

For every 9 that enter implementation, roughly only 1 makes it to operational.

&) OECD




Public investment so far in the EU

€1.7 billion -

EU — EU4Health

in public subsidies for European
data spaces since 2019

EU — Horizon Europe
Germany

Spain

France

Other national

&) OECD

€597M

€280M

€100M

€421M

€200M




Agdatahub: what happens when funding stops

380 000 85 000 6 years BANKRUPTCY

farms in France farmers connected of operation November 2024

Founded 2020 - Backed by France 2030 - Strong industry support

“The economic model has run into difficulties and has not been sustainable without public
support during the period required for the widespread use of the technology.” (Agdatahub, 2024)

Not bad technology. Not lack of users. Agdatahub was a data space that worked, had scale,
had industry backing and still could not survive without continued public funding.

“Technology is the mandatory condition for success, but economics are the sufficient one.”

— Otto and Tardieu (2025)

&) OECD
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The policy question has started shifting

NY
“Are data spaces becoming self-sustaining

after €1.7 billion in public investment?”

Promising technology Real use cases Self-sustaining

Yes Yes Very few

&) OECD




The OECD perspective

Global interest beyond the EU

Countries such as e.g. Canada, Japan, Korea
as well Brazil, China are increasingly
interested data spaces.

Not unique to data spaces

Same financial sustainability struggles across
e.g. data trusts and PETs providers. The
problem is structural.

&) OECD

Possible regulatory challenges

e.g. neutrality requirements which are
essential for trust may constrain the range of
possible revenue models

Understanding value creation

Most importantly: deepen our global
understanding of data-driven value creation
and data sharing business models




What we have learned so far

Sustainable data ecosystems require intentional design
Sustainable ecosystems require intentional design, feasible when a powerful orchestrator leads, but a
complex collective action problem when no single actor has that power.

Government intervention may still be needed

Now policy may need to evolve: from funding infrastructure to solving the collective action problem.
However, public funding may be still needed where data spaces function as public infrastructure

Market forces must step up
Private sector actors need to explore and experiment with new business models. Without new business

models, Agdatahub will not be the last bankruptcy.
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Thank you!

Christian.REIMSBACH-KOUNATZE@oecd.org

dataandprivacy@oecd.org
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Business models & financial viability in data spaces

Financial Sustainability of Data Spaces: a

Quantitative perspective

Nuria DeLama, Consulting Director — IDC (International Data Corporation)
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Supply side: the total addressable market for Data Operators

M eth 0 d 01 0 gy Distribution of Eyo:fr:g}int respondents é‘_ I D C

Social protection

European data space
for smart communities

Survey Respondents (1)

M Health Distribution of respondents by
EU Member State

Distribution of respondents by industry

M Public order and

Austri 0
safety e Zﬂ 5%
Bulgaria e
B Education CYprus 11 &
Denmark ———3 04
Envi tal FINland  e—<0
11% i 11 v s
Englneerlng, Germany
Central/national/federal | construction, and real Hungary
govemment estate N =100 Italy
Lithuania
Distribution of respondents Marta
by employee size Portugal
10% 10% 5,000 to 10,000 or 50 to 99 Slovakia
9,999 more 9% Spain
% Eil The Netherlands
Regional, state, or local Travel & transportation Automotive OEMs 100230%249

government 2,500 to

4,999
5% 7%
.Software. & 1000 m'
Telecommu | information 2 499
nications services 10%
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13% 25%




Amount of annual IT spending in the EU27 to build and

operate DS [UCGEEIGEy, =IDC furmmsen goto mpace

METHODOLOGY for Data Operators — Supply Side

Expected annual
investment per
company in data Total spending for
products and operators
services as an
operator

Percentage of
Number of enterprises by
enterprises industry
operating in DS owning/operating
data spaces

Eurostat data survey-based data survey-based data
How likely is your organization to How much would you expect your
participate in the European Data Space organization to invest annually in clata
for Smart Cities as a data space products and services as an operator of the
operator? European Data Space for Smart Cities?

(second check) We also estimate how much the spending in DS could be as a % of the IDC Big Data and Analytics (BDA) spending, to assess tots
spending dedicated to DS in terms of software and services.
We compare the 2 approaches.

The model proceeds analyzing the 4 stages of a nascent market: initial slow growth (start), rapid growth {ac::eleraticm
slow growth (path to maturity), and no growth stage (maturity or stationary) for both supply and demand.




Supply side: the total addressable market for Data Operators

=IDC

INDUSTRY 2030
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Business models & financial viability in data spaces

Success Factors for the Development of Data-

Sharing Ecosystems

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
With Lucas Eustache, Joelle Toledano
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Governance
Participation

Orchestrator

: Coordinate
! Use Cases
: Development
: Actor Actor
I Technical
- — Actor < : > Actor
Intermediary
Actor Actor

——

Economic Model
of Ecosystem

EcoSystem vs Platform




The Economics of Data Sharing Ecosystes:
Technical Intermediation vs. Strategic Orchestration

. Indirsct
L Wetwork
. Effect

Coordination Coondination
[ Crchestrator
b l
Dala / Service * e Data / Semice
Providers sers
sz Case 2 < »> Itz Case 2
Nonwork afmect
A A
Technical Y, - Econcimies
Interoperability Loaming ar stops
Slandard Effect
Y h J
Ciata ! Service N Sharing Data | Service
Providers |bears
L52 Case 1 U - lIse Case 1
A Nerwork effecr
Coordination Coondination

Technical Intermediation

Strategic Orchestration

Theoretical Lens

Core Function

Structural Contingency

Platform Theory

Managing the Infrastructure

Ensuring interoperability, security, and
reducing transaction costs.

Symmetric Ecosystems

Alignment is pre-existing, yet coordina-
tion cost can be important

Ecosystem Theory

Managing the Community

Aligning heterogeneous incentives, build-
ing trust, and fair value distribution.

Asymmetric Ecosystems

Where interests diverge, active alignment
is required to maintain cohesion.




Challenges in Data Space Development

Challenge

Investment
heeds

Transaction
trap
Sequential
integration

Security risks

Upfront & recurrent funding

for infrastructure,

governance, and use-case
development.

Risk of reducing DSE to a
marketplace instead of
collaborative innovation.
Complexity of onboarding
new participants and linking
multiple use cases

Vulnerabilities due to

sensitive data. uneven

Mitigated when a key-
player is present (absorbs
costs)

Most pronounced in
asymmetric ecosystems
without a key-player

More demanding when no
key-player is present
(greater need to
harmonize participants)
Broadly relevant;
intensified in asymmetric
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Business models & financial viability in data spaces

Data Space Business Value: Case Studies

Marko Turpeinen, CEO — 1001 Lakes
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INTERNATIONAL DATA

Data Spaces create value SPACES ASSOCIATION

JADS

HOW DATA SPACES CREATE VALUE gl;’IZEIEQIATIONAL DATA

Sustainable Revenue Models for

Data Sharing Initiatives

Position Paper | Version 1.0 | November 2024

Data Spaces Business
April 2
n Paper
Sharinj
Paper | October 2023 HERGENCE AND CR Authors
1st collaboi
GROWTH v ] discussion I o
Ay data space:
~ and user's perspective
NEW BUSINESS MODELS —
" "l E)auphlne |
@INSTITUTE ETREGULATION
... but exactly - what value? how much? for whom?




INTERNATIONAL DATA

IDSA Data Spaces Business Value Report RRRAGES ASSOCIATION
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INTERNATIONAL DATA

IDSA Data Spaces Business Value Report ~ SPACES ASSOCIATION
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Use Cases WANTED!

Share your experiences

We want real examples of how companies experience data spaces -
what they feel they are getting, what works, what's challenging.

Example of experiences and benefits can be beyond monetary terms
and across any use case, for example:

Faster issue resolution: Product errors fixed X weeks sooner
with supply chain transparency

Efficiency gains: XX% reduction in energy use with real
production data

Tell us your successful use cases and who we can contact to learn
more and connect with

* marko.turpeinen@10071lakes.com

* teemu.toroi@aalto.fi
 julian.beer@isst.fraunhofer.de

ASSOCIATION
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Business models & financial viability in data spaces

Scaling European Data Spaces by Federating Data-
Sharing Initiatives: Business Model Reflections

from CEADS

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO

Data Spaces Symposium 2026 | Providers Track | Tuesday, February 10 | 11:00 — 12:30



COMMON VISION

Layer 1: CEADS collaboration framework

Layer 2: CEADS services

o Non-Authority services
Authority services /

Offered by CEADS
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Business models & financial viability in data spaces

Best practices to create business through a data

space; the Data Space perspective

Savvas Rogotis, Senior Data Ecosystem Project Manager @ Big Data Value Association
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DATA SPACES
/| SUPPORT CENTRE

N

- DSSC perspective

Why discussions on
building viable business
models that ensure
financial sustainability in
a data space are becoming
more and more relevant?

Why now?

How the DSSC and its
community 1s
contributing to those
discussions?



Participant Adoption and
Sustainability in Data Spaces :

Collaborative community paper

= Builds upon existing literature & real-life experiences both from
common European data spaces (CEADS, DeployEMDS, GDI, L.DS,

SAGE, TEMS) and beyond
/ \ / \ / \ / \ / \ DATA SPACES
D) . D, D{ ) D{ D( i SUPPORT CENTRE
Public or D : Exploring Encountering
ata spaces in S .. :
7)) | government-led direct participation Investing in foundational
L arrangements competition and revenue compelling use challenges: data
and funding with oI’zher data strategies for cases to generate quality,
I offering support sharin reaching immediate value availability and
ﬁ to survive the aradi Igls financial in the ecosystem usefulness in
"7 | ‘“valley of death” P g sustainability operating
\ / \ / \ / \ / \ ScenariOS / Discussion Paper | November 2025 | Version 1.1
@ Challenges in scaling, adapting and proving value over time Participant Adoption
and Sustainability in
Recommendations (connected to sustainability) for data spaces Data Spaces

4 Continuously enhance data space value proposition in order to motivate participants and scale

v Form partnerships with legacy systems

v Integrate with the broader European innovation ecosystem

4 Explore diversified and novel funding models

v

Incorporate the foundations for building sustainable revenues early in data space design



Business perspective of
inspiring Data Space examples

DSSC paper

= This paper shows the mechanisms that enable

discovering viable business models of data spaces (.
» The focus of the paper 1s on the business |

challenge — the balance between cost and

revenues — based on two perspectives: e Sl
Data Space

DATA SPACES
SUPPORT CENTRE

O Public vs. Private
O Linear vs. Multi-sided

« The paper presents five case studies:
DjustConnect, SCSN, JoinData, FEDeRATED and |
Europeana illustrating different pathways to deal SSE=Es susiness nd
with the business challenge

Business
Challenge

White paper | October 2025

Business perspective of
inspiring Data Space
examples

 Key Conclusions:

O need for clear scope, guidelines, and value propositions for both supply and demand sides of the data space
O Multi-sided models require early experimentation and continuous learning

O Recommendations emphasize balancing public and private perspectives, developing specific offerings, treating
governments as clients in public data spaces, and planning for long timeframes to become profitable.
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From Data Sharing to Business Impact

Heidi Korhonen, Senior Scientist Advanced Data Spaces — VTT
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How Can Data Spaces Turn Data
Sharing to Business Impact?

Find business support from DSSC Blueprint v 3.0 — Europe’s shared

reference architecture for building, governing, and scaling data spaces

Blueprint v 3.0 Building Blocks

Ensure market value of the data space!

Business model

Use case development

Data space offerings

Intermediaries & operators

IIII @

Scan to access the Blueprint

\»El' =]
El%

https://blueprint.dssc.eu/




Instructions, Support and Examples

Peek view

Use case development Data space offerings Intermediaries & operators

Enables viability of a data

Value is created in use Data and services bundled Service providers that

space cases for consumption allow a data space to
= How to create a *  What are the steps for *  Whyis it important to function
collaborative and multi- developing use cases? productize data? "= How to design the

for a data space?

What are the unique
selling points of a data
space?

What are the revenue
models for data spaces,
including their
advantages and risks?

templates available for
use case development?

What is the role of use
case orchestrator?

strategy for data space
offerings?

Who is responsible for
creating a compelling
offering?

enabling service
providers?

Should a data space
rely on a single
operator or on several
intermediaries?

What are the benefits
and risks?
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Panel Discussion

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

The more societal value a data space creates, the
harder 1t can be to capture economic value — and

without economic value, societal impact
disappears.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

The ecosystem only works if everyone wins
together — yet each participant joins only to win

individually.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

Without belief, nothing starts — without metrics,

nothing survives.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

[.ocal freedom creates relevance — central

coordination creates scale.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

As long as we keep exploring, we stay interesting —

but only exploitation pays the bills.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

Governance 1s an asset that is the heart of the

ecosystem — yet it 1s cumbersome, slow and costly.

Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD
Nuria DeLama, Consulting Director — IDC (International Data Corporation)

Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
Marko Turpeinen, CEO — 1001 Lakes

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO
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Business models & financial viability in data spaces

« Opening
Frank Berkers, Professor of Collective Business for Transition - TNO/RUAS (moderator)

- Data Spaces at a Crossroads: The Quest for Sustainable Business Models. On Public Funding, Market Viability, and the Role of

Public Policy (keynote)
Christian Reimsbach Kounatze, Information Economist and Policy Analyst — OECD

« Financial Sustainability of Data Spaces: a Quantitative perspective
Nuria DeLama, Consulting Director — IDC (International Data Corporation)
« Success Factors for the Development of Data-Sharing Ecosystems
Eric Brousseau, Professor of Economics and Management — Université Paris Dauphine
« Data Space Business Value: Case Studies
Marko Turpeinen, CEO — 1001 Lakes
« Scaling European Data Spaces by Federating Data-Sharing Initiatives: Business Model Reflections from CEADS

Jurgen Vangeyte, Scientific Director Agricultural Engineering - ILVO

: . : Lunch
- Best practices to create business through a data space; the Data Space perspective Exhibition (Foyer)
Savvas Rogotis, Senior Data Ecosystem Project Manager @ Big Data Value Association y
« From Data Sharing to Business Impact 14:00

Heidi Korhonen, Senior Scientist Advanced Data Spaces — VTT )
Users track (Sala Convencion)

_ Providers track (same room)
* Closing Innovators track (La Paz-Bahia)

 Panel
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Business models & financial viability in data spaces

Thank you for your attention.

Lunch
Exhibition (Foyer)

14:00

Users track (Sala Convencion)
Providers track (same room)
Innovators track (La Paz-Bahia)
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