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Use Case

Data UsersData 
Providers

Provider

Federation
Service 

Providers

Governance
Authority 
members

Service 
Providers 
(e.g., participant 

agent, value-
creation, …)

Industrial Circularity Mobility Health

Manufacturing data 
spaces; energy 
flexibility data 
sharing; 
supply-chain 
traceability

Construction 
material passports; 
product lifecycle 
data spaces; 
waste-to-resource 
matching

Multimodal MaaS
data spaces; urban
logistics
coordination

EHDS-type spaces; 
clinical research 
registries

Cost savings; 
avoided 
downtime; 
better yields

Higher residual 
value; 
avoided primary 
materials

Avoided
congestion; 
emissions
reduction

Faster research; 
better outcomes; 
avoided costs

Based on Business Model for Data Space (DSSC Blueprint):
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Vision + 
Governance

Data + 
Infrastructure

Business + 
Viability

Use Cases 
Applications

Users + 
Authorizations Source: Business perspective of inspiring data space examples: 

(DSSC White Paper)
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Government

Business Communities

Associations

Profit

Private

Informal

Based on Pestoff 1998, 2005

Joint Values Beneficiaries
Coordination Entire ecosystem Value lies between firms

Resilience Economy & society Avoided losses, not revenues

Innovation options Future entrants Uncertain, distributed

Standards & learning Whole market Non-excludable

Trust & governance All participants Relational, not ownable

Fair competition SMEs & regions Anti-monopoly effect

Policy outcomes Public sector External to firm cash flow



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

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    -keynote-
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* 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.



Restricted Use - À usage restreint

The question is no longer whether data spaces can work.

235
data spaces 

on the IDSA Radar

87 → 235 in 3 years

15+ sectors  ·  20+ countries

Source: IDSA Data Spaces Radar, 2025 (ww.dataspaces-radar.org/)



Restricted Use - À usage restreint

The question is rather: Can they last? 

Exploratory 9.4%  (22)

Preparatory 25.1%  (59)

Implementation 54.5%  (128)

Operational 10.6%  (25)

Scaling 0.4%  (1)

Only 11%
operational or scaling

Just 1 is scaling

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

Source: IDSA Data Spaces Radar, 2025 (ww.dataspaces-radar.org/)



Restricted Use - À usage restreint

Germany €421M

Public investment so far in the EU

€1.7 billion
in public subsidies for European
data spaces since 2019

Spain €200M

France €110M

Other national €27M

Source: Gaia-X AISBL, as cited in Otto and Tardieu (2025)

EU – Digital Europe €597M

EU – EU4Health €280M

EU – Horizon Europe €100M



Restricted Use - À usage restreint

Agdatahub: what happens when funding stops

380 000
farms in France

85 000
farmers connected

6 years
of operation

Founded 2020  ·  Backed by France 2030  ·  Strong industry support

BANKRUPTCY
November 2024

“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)



Restricted Use - À usage restreint

The policy question has started shifting

“How much public funding is needed?”

↓

“Are data spaces becoming self-sustaining 
after €1.7 billion in public investment?”

Promising technology

Yes
Real use cases

Yes
Self-sustaining

Very few



Restricted Use - À usage restreint

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.

Possible regulatory challenges

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

Not unique to data spaces

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

Understanding value creation

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



Restricted Use - À usage restreint

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.



Restricted Use - À usage restreint

Thank you!

Christian.REIMSBACH-KOUNATZE@oecd.org

dataandprivacy@oecd.org



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



Amount of annual IT spending in the EU27 to build and 
operate DS Methodology



Supply side: the total addressable market for Data Operators
Investments



Eric Brousseau, Professor of Economics and Management – Université  Paris Dauphine
With Lucas Eustache, Joëlle Toledano
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Actor

Actor

Actor

Actor

Actor

Actor

Technical
Intermediary

Orchestrator

EcoSystem vs Platform

Governance 
Participation

Economic Model 
of Ecosystem

Coordinate 
Use Cases 
Development



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



Challenges in Data Space Development
Challenge Description Structural Sensitivity

Investment 

needs

Upfront & recurrent funding

for infrastructure, 

governance, and use-case 

development.

Mitigated when a key-

player is present (absorbs

costs)

Transaction 

trap

Risk of reducing DSE to a 

marketplace instead of 

collaborative innovation.

Most pronounced in 

asymmetric ecosystems

without a key-player

Sequential

integration

Complexity of onboarding

new participants and linking

multiple use cases

More demanding when no 

key-player is present

(greater need to 

harmonize participants)

Security risks Vulnerabilities due to 

sensitive data, uneven

partner capabilities, and 

compliance requirements.

Broadly relevant; 

intensified in asymmetric

ecosystems

(heterogeneous

capabilities).

Competitive

risks

(lock-in)

Risks of dependency, power 

asymmetries, and 

inequitable value capture.

Stronger when key-player

present (risk of 

dominance

Need to reconcile

heterogeneous incentives

and assure fair value 

distribution

Most critical in asymmetric

ecosystems (many-to-

many) and when no key-

player provides

coordination.



Level of 

Activity 

Time 

Emergence Diffusion Enlargement 

4 - Dealing with Risks / 2 - Avoiding the Transaction Trap 

6 – Aligning Interest
1 – Investment 

3 – Sequential Integration / 5 - Mitigating Lock-In 



Marko Turpeinen, CEO – 1001 Lakes
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Data Space Business Value: Case Studies
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Data spaces create value 

… but exactly - what value? how much? for whom?



IDSA Data Spaces Business Value Report

• WHY? - Interorganizational data sharing is scaling rapidly. Data spaces must clearly 

define and prove their strategic advantage.

• HOW? - We are compiling a clear report the shows how data spaces are already creating 
value for participating companies and organizations. 

• WHO SHOULD READ IT? - Executives and policymakers shaping data and AI strategy. 

Industry leaders and analysts seeking to unlock new value from data ecosystems.

• WHAT WE NEED? - Your examples and use cases - we would be thrilled to include 

your story in the report! 



IDSA Data Spaces Business Value Report

WRITING TEAM: GUIDANCE & STEERING:



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@1001lakes.com

• teemu.toroi@aalto.fi

• julian.beer@isst.fraunhofer.de

Share your experiences

Use Cases WANTED! 

mailto:marko.turpeinen@1001lakes.com
mailto:marko.turpeinen@1001lakes.com
mailto:julian.beer@isst.fraunhofer.de
mailto:julian.beer@isst.fraunhofer.de
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Savvas Rogotis, Senior Data Ecosystem Project Manager @ Big Data Value Association
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space; the Data Space perspective

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



• 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 is 
contributing to those 
discussions?

DSSC perspective



▪ Builds upon existing literature & real-life experiences both from 
common European data spaces (CEADS, DeployEMDS, GDI, LDS, 
SAGE, TEMS) and beyond

Recommendations (connected to sustainability) for data spaces
✓ Continuously enhance data space value proposition in order to motivate participants and scale
✓ Form partnerships with legacy systems
✓ Integrate with the broader European innovation ecosystem
✓ Explore diversified and novel funding models
✓ Incorporate the foundations for building sustainable revenues early in data space design

Participant Adoption and 
Sustainability in Data Spaces
Collaborative community paper

Challenges in scaling, adapting and proving value over time

Public or 
government-led 
arrangements 
and funding 

offering support 
to survive the 

“valley of death”

Data spaces in 
direct 

competition 
with other data 

sharing 
paradigms

Exploring 
participation 
and revenue 
strategies for 

reaching 
financial 

sustainability

Investing in 
compelling use 

cases to generate 
immediate value 
in the ecosystem

Encountering 
foundational 

challenges: data 
quality, 

availability and 
usefulness in 

operating 
scenarios

R
E

A
L

IT
IE

S
Scan to access the paper



▪ This paper shows the mechanisms that enable 
discovering viable business models of data spaces

▪ The focus of the paper is on the business 
challenge – the balance between cost and 
revenues – based on two perspectives:
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 
with the business challenge

Business perspective of 
inspiring Data Space examples
DSSC paper

Scan to access the paper

• 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. 



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!

https://blueprint.dssc.eu/

Scan to access the Blueprint



Instructions, Support and Examples
Peek view

Enables viability of a data
space
▪ How to create a 

collaborative and multi-
sided business model
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?

Value is created in use
cases
▪ What are the steps for

developing use cases?
▪ What are some of the

templates available for
use case development?

▪ What is the role of use
case orchestrator?

Data and services bundled
for consumption
▪ Why is it important to

productize data?
▪ How to create a 

strategy for data space
offerings?

▪ Who is responsible for
creating a compelling
offering?

Service providers that
allow a data space to
function
▪ How to design the

configuration of
enabling service
providers?

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

▪ What are the benefits
and risks?

Use case developmentBusiness model Data space offerings Intermediaries & operators
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The more societal value a data space creates, the 
harder it can be to capture economic value — and 
without economic value, societal impact 
disappears.
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The ecosystem only works if everyone wins 
together — yet each participant joins only to win 
individually.
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Without belief, nothing starts — without metrics, 
nothing survives.
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Local freedom creates relevance — central 
coordination creates scale.
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As long as we keep exploring, we stay interesting —
but only exploitation pays the bills.
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Governance is an asset that is the heart of the 
ecosystem – yet it is cumbersome, slow and costly.
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Lunch 
Exhibition (Foyer)

14:00 
Users track (Sala Convencíon)
Providers track (same room)
Innovators track (La Paz-Bahía)
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