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Glossary
Term

Definition

Citizen

An inhabitant of a particular town or city.

Citizen
initiative

An initiative proposed by a (collective of) citizen(s), which ideally informs the
challenges to be worked on in the hackathon process.

FabLab

A physical place where anyone can make an idea concrete by transferring and
fabricating those ideas through the use of 3D printers and other (complex)
technological devices. The staff and peers at Fablabs empowering people to build
their ideas; they support them in doing it themselves, but do not execute the work
for them. In this deliverable this term will be used to indicate a broader range of
common-based peer-peer production places

Hackathon

Generally understood to be a collaborative event, usually made up almost
exclusively of software developers, which typically lasts two-three days and is
intended to result in the production of one or more apps.
In the Open4Citizens project, the hackathons include a range of participants with
different areas of expertise and solutions being developed are not limited to apps.

Infrastructure

This term generally indicates the set of physical (tools, spaces), virtual (online
platform) and knowledge-based resources (toolkit, technical expertise), that
support the co-creation activity in hackathons events or innovation initiatives.

Non-expert
user
Non-IT savvy
user

A person without professional or specialized knowledge in a particular subject
(here, we refer to expertise in computer programming and/or data skills in the
context of the Open4Citizens project); also, non-data expert user with no
particular IT and programming-skills

O4C approach

A workflow based on three consecutive phases: 1) Pre-hack; 2) Hackathon; 3)
Post-hack.

O4C platform

The online digital platform supporting the organisers, facilitators and participants’
progression through the hackathon process with technological resources,
methodological suggestions and data.

Open Data

Data that can be freely used, re-used and redistributed by anyone – subject only,
at most, to the requirement to attribute and sharealike (Hedén, Ehriander et al.
1995)(Source: Open Data Handbook.
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OpenDataLab
(ODL)

The physical infrastructure the Open4Citizens project intends to conceive, in order
to support citizens’ participation in co-creation with open data that is centred on
their needs. At the time of the editing of this report the consortium has not yet
defined a clear, standardised configuration of the technical, physical,
organizational and financial features of the OpenDataLab. This deliverable will
therefore refer to the OpenDataLab as a future infrastructure or to the co-creation
activities to develop in it.

Private
Institution

Any organisation owned by private subjects, including for-profit and non-for-profit
institutions, companies and private universities. In this deliverable though,
universities will often be considered as a separate entity to other private
institutions, because the can be publicly or privately owned, have a specific
educational and research mission, and cater to a specific user group.

Public service

A service provided by a government body to people living within its jurisdiction,
either directly (through the public sector) or through financing a third party
(agency or subcontractor).

Public
Institution

Any publicly owned organisation, including municipalities, healthcare
organisations, traffic authorities, environmental research centre and universities.
In this deliverable though, universities will often be considered as a separate
entity to other private institutions, because the can be publicly or privately
owned, have a specific educational and research mission, and cater to a specific
user group.

Scenario

A structured description envisioning a possible, achievable and desirable
future for the implementation of the ODL concept (as delineated in in a
pilot location)

Sustainability

In the context of the Open4Citizens project and this deliverable, sustainability of
the O4C concept through ODLs means that the ODLs are economically viable
beyond the funding period of the O4C project and are therefore able to maintain
activities that support the achievement of the O4C goals. The main goal of O4C is
to contribute to the social sustainability of urban services as defined in the
project’s Description of Action (Part B, pg. 2).

Technopreneur

IT professionals, start-up or entrepreneur working on business enterprise based
on high technological applications

University

A higher education and research organisation, hosting infrastructure (space,
technologies, knowledge) for education and for research. Universities are
considered relevant in this deliverable because of their capability to mobilise
resources (infrastructure, knowledge) for innovation.
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Executive Summary
This deliverable will provide an initial overview of the possible business models and plans for
the OpenDataLab to reach financial sustainability after the end of the O4C funding period.
The deliverable is based on the knowledge and experience acquired in the first hackathons
across all five pilot locations. More specifically it is the result of an analysis of the key
stakeholders that played a role in the first hackathon cycle and their possible future role in a
sustainable OpenDataLab that should exist beyond the duration of the Open4Citizens project.
In Section 2, the deliverable will explore the analogy between the planned OpenDataLab
(ODL) and the wide phenomenon of commons based peer production, which in the last few
years has been mobilising new resources, empowering citizens and supporting bottom-up
innovation. Although the deliverable will explore various instances of this phenomenon, it
will use the term FabLab, probably its most successful and well known manifestation, to refer
to the full range of initiative of this type.
The range of activities, the social function and the community the ODL will refer to will be
very similar to FabLabs; there are however some fundamental difference between the two
concepts, which concern the nature of the material handled in ODLs – data, instead of
materials– and consequently in the nature and consistency of the infrastructure the ODL will
require.
Based on analogies and differences with the existing FabLabs, section 3 will describe the
ODL’s unique selling point and provide a first picture of the activities and the users of ODLs.
This will provide the initial data to formulate some general business scenarios (which will be
expanded upon and extensively explained in deliverable D4.3). The scenarios are:
 “ODL as FabLab extension”
 “Self-standing ODL”
 “Institutional ODL”
Based on these scenarios, the consortium is developing some generic business models,
described in Section 4.
Finally, Section 5 will give an overview of the ways such business scenarios might be
expected to evolve in concrete instances of the ODL in the various pilots. This introduces the
work to come in the second hackathon cycle and in the last part of the project towards the
consolidation of a network of sustainable, context-specific ODLs that adhere to a common set
of aims and principles.
This is the draft version of the final D4.10 Business Models and Sustainability Plans
deliverable, to be prepared in M30. A full list of the project’s deliverable numbers and titles
can be found in Annex B – List of deliverables.
.
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1

Introduction

1.1 Background and objectives
This deliverable is the first of a cycle of deliverables that will define the structure, the
scenarios and the business aspects of the OpenDataLabs (ODLs), in order to define the
conditions for the ODL to be financially sustainable after the O4C funding period. The
deliverable derives its considerations from the work done in the first cycle of hackathons in
the Open4Citizens (O4C) project, covering the first pre-hack, hackathon and post-hack
phases, which took place between approximately May 2016 and May 2017. This is
documented in deliverable D3.4 First Hackathon Report. It also builds on the reflections about
the concept the O4C consortium is developing, documented in deliverable D1.4 Concept
Definition (Midterm). This document is also developed in parallel with the definition of the
Open4Citizens scenarios, to be documented in deliverable D4.3 Open4Citizens Scenarios
(draft) and D4.4 Open4Citizens Scenarios (final).
This deliverable particularly focuses on the business aspects of the ODL, suggesting an initial
framework for defining a business model for the various ODLs that will be developed in the
pilots. Plans regarding economic sustainability of the ODLs are therefore tied to the financial
viability of the ODLs, which will allow them to deliver the O4C goals even after the project
itself has ended. Further considerations regarding the value of ODLs and their sustainability
models will be included in the final version of this deliverable, as well as in ongoing work in
other areas of Work Package 4 Social Impacts and Sustainability.
This is the first draft for the definition of the business models. The second draft, deliverable
D4.10, is due in month 30 (M30), the final month of the project. This document will therefore
consider some generic, preliminary scenarios, which will later be specified through the work
to come in the second hackathon cycle between approximately March 2017 and May 2018, as
well as in the last part of the project up to its completion in June 2018.
1.2 Methodology
The analogy with the FabLabs has been one of the starting points for the Open4Citizens
project. In this deliverable we will deepen this analysis to incorporate the most operative
aspects of FabLabs: to understand the way they work, the activities developed in them, the
target groups and the sources of costs and incomes. The comparison of FabLabs with the
emerging concept of the OpenDataLab, developed in deliverable D1.4 and further explored in
the activities in the first part of the project, will form the basis of initial considerations about
how the same parameters could be defined in the ODL.
Such comparison is based on an informal dialogue with existing FabLabs, that are defining
FabLabs specific financial configurations. The comparison between FabLabs and ODL will
also be based on the contextual and logical framing of ODL within the CAPSSI initiatives.
In order to articulate an analysis on possible business alternatives, the O4C team has
developed some generic scenarios for OpenDataLabs, based on hypotheses regarding
locations and ownership of the future ODL and on the experiences in the five current pilots
located in Barcelona, Copenhagen/Denmark, Karlstad, Milan and Rotterdam. These scenarios
will be further developed in deliverable D4.3, highlighting the context-specific opportunities
for establishing sustainable ODLs. In this deliverable the aspects related to financial
sustainability of such scenarios will be analysed through the business model
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canvas.(Osterwalder and Pigneur 2010), which at this stage, can be used as a tool to bring all
the key components of possible economic and financial configuration to light.
1.3 Next steps
This deliverable and deliverable D4.3 document the initial considerations about the scenarios
for developing a self-sustaining business model for OpenDataLabs in the context outlined by
the CAPS framework. At this stage in the project, the consortium does not have all the
elements for specifying the details of these scenarios. The possible and ideal components and
configurations of the O4C-style ODLs are still being explored through activities in the pilots
and reflections on these at the project level. This is true both at an overarching level as well as
at the local pilot level. At the top level, there is a need for a basic template for an ODL that all
members of a network of ODLs can subscribe to. This would describe the basic building
blocks needed to empower citizens to work with open data irrespective of their location. In
order for each ODL to be useful to citizens and other stakeholders, however, there is also a
need for flexibility and contextual specificity so that individual ODLs capitalise on their local
opportunities and are iterated into the local community.
Therefore both the scenarios in D4.3 and the business model considerations in this deliverable
are based on some general conditions. These two deliverables will support the pilots to
identify the fundamental components of the scenarios and to specify the business models for
the ODL in their location. This will be documented in the final versions of both deliverable
D4.3 and D4.9, i.e. deliverables D4.4 Open4Citizens scenarios (final) and D4.10
Open4Citizens business models and sustainability plans (final) respectively.

2

The Context

The O4C project is exploring the area of convergence between emerging social phenomena,
such as participatory initiatives, the expansion of a sharing economy (which is being
conjugated in different forms), a general interest to alternative models to the mainstream
capitalist economy, the emergence of initiatives to support open innovation and the increasing
computing capability, which is making possible the storage and treatment of a large amount of
data).
The description of the landscape shaped by this convergence would be outside the scope of
this deliverable and the whole O4C project. However a navigation towards possible business
scenario that are relevant to the O4C project, is possible thanks to the indications coming
from the experience in the past year. In particular, the starting point and the inspiration for the
reflections that support the team in defining such scenarios are FabLabs.
2.1 FabLabs and other similar initiatives
Since its initial phases, the Open4Citizens project has referred to FabLabs as a reference and
source of inspiration for the design of the OpenDataLab.
The FabLab concept refers to the emerging phenomenon of commons-based peer production,
i.e. individuals collaborating in producing cultural content, knowledge, and other information
and indeed physical goods… commonly attributed to ‘digital revolution’, the broad
availability to new information technologies (Troxler 2010). One of the characteristics of this
phenomenon has been the strong collaboration between members of new communities, that
were aggregating online around common projects – e.g. the Linux platform or just the
development of a new model of kitesurf (Von Hippel 2005) – and physically around spaces
where facilities are available for physical fabrication. Individuals would not ordinarily have
Page 9 of 41
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access to these facilities due to their high purchase or running costs or because of their size.
With the development of digital fabrication and 3D printing, the ‘shared machine shops’ have
developed into several different initiatives, such as ‘hackerspaces’, i.e. community operated
physical spaces, where people can meet and work on their own projects (Troxler 2010,
HackerspaceWiki. 2017) or FabLabs, short for ‘fabrication laboratory’. FabLabs have been
conceptually generated as a global community of spaces, promoted and monitored by the
Centre for Bits and Atoms at the MIT Media Lab in the Massachusetts Institute of
Technology (Gershenfeld 2012).FabLabs are small scale workshops with an array of
computer controlled tools; the aim of such a workshop is to democratize manufacturing
technologies previously available only for expensive mass production (Menichelli 2011).
The workshops are bound to a loose set of rules about the use of the machines, legal
protection of the outcome of the work done at the FabLab and knowledge sharing. They are
also linked to each other by a video-conferencing system hosted at MIT, which gives all
members of the community access to shared knowledge, video-conferences and training
courses. (Troxler 2010).
Because of the large diffusion of the FabLab network around the world the term FabLab has
often been used to indicate different spaces for commons-based digital fabrication, including
hackerspaces, makerspaces or incubation labs. The same concept has been associated with
spaces with broader scope, such as the promotion of visionary thinking and creativity
(Menichelli 2011). Therefore, in this deliverable the term FabLab will be used as a broad
concept, that indicates different forms of organisation around spaces that provide access to
digital fabrication, collaborative knowledge or cultural production.
According to a survey of 45 FabLabs, undertaken by Troxler (2010), the main users of
FabLabs are students, but the facilities are also used by researchers, companies and the
general public. One reason for the prevalence of students among the users is the fact that
FabLabs are often hosted by educational institutions, or heavily supported by them. More
recent studies (Menichelli and Ranellucci 2015) are revealing that such spaces are
increasingly supporting the evolution of forms of craftsmanship or micro-entrepreneurship,
and are therefore now finding different locations, such as independent labs, co-working
spaces, design and prototyping labs. This has been confirmed by anecdotal evidence collected
by O4C team members, during their conversation with some FabLab owner.
2.2 The business of FabLabs
The main value proposition for FabLabs and many similar forms of collaborative spaces is to
provide the infrastructure for digital fabrication. However, the collaborative spirit that
animates those centres, and the objective difficulty of learning how to use the infrastructure or
to understand its full potential, make FabLabs a critical centre for knowledge exchange.
Furthermore, several centres are supporting the initiatives of their users by providing expert
knowledge and connections with an innovation ecosystem, thus taking on the role of
incubator. This means that FabLabs are not merely “neutral” spaces and infrastructure, but
often play an active role in promoting the makers’ culture and creating an innovative space
around their users.
Furthermore, FabLabs are often actively involved in projects (Troxler 2010) in the realisation
of prototypes for external clients (Menichelli and Ranellucci 2015), in external consultancies
and in projects funded by national and European institutions. When working for external
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consultancies or for externally funded projects the FabLab is often able to aggregate ad hoc
resources among the members of the centre, thus becoming a catalyser for internal
collaborations among the members. Table 1 summarises the activities and services in FabLabs
(Hijden and Juarez 2014).
Basic service
Giving access to the
machines

Target group
 Tinkerers
 Technopreneurs (students,
professionals, companies)

Organizing tours or short
activities for one time
visitors, like museums do
Teaching and facilitating
tinkerers; offering a range
of courses and workshops
on all aspects of design
and making, especially in
using the Fab Lab
facilities; these might be
part of formal education
as well






Coaching inventors;
helping to develop new
prototypes and guiding
them to the market



Participating in research
and development projects
with other Fab Labs; the
Fab lab network is a
global distributed
research and development
system
Consulting to other Fab
Labs in how to set-up the
lab; consulting to the
external world, in fact
acting as an engineering
consulting firm
Producing for the external
world, using the machines
to produce.



General public
Schools
Community organizations
Tinkerers (from all ages and
backgrounds)
Technopreneurs
School groups
Corporate groups
Master classes for
professionals —Executive
course for managers, policy
makers
Individual technopreneurs
(students, professionals,
companies)
Project groups of
technopreneurs
Main contractor and its client






Fab Labs
Schools
Companies
Government agencies

Based on fixed price
proposal (or in kind); paid by
hour



Wholesale

Wholesale price for products
sold








Revenues stream
Free on some days, paid on
other days; better than free
services is asking some
change in kind, like
documenting or cleaning.
Free, small fee or voluntary
gift
Contract with school,
vouchers from school, tuition
fee

Based on fixed price
proposal, paid by hour, paid
by government agencies via
distributed vouchers
Depending on sub-contracts
Grants and aid, especially
related to development or
disaster relief

Table 1 Basic services for FabLab, their target groups and revenue streams (Source (Hijden and Juarez
2014))
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The initial budget for a FabLab could be quite low. The mini FabLab, or the FabLab 10k start
with an initial budget of 10000 to 20000 USD (€ 9000 to 18000) (Hijden and Juarez 2014), a
recent survey in Italy confirmed that a large number of FabLab contacted had an initial budget
under 11000€.(Menichelli and Ranellucci 2015).
The initial funding often comes from self-financing of the members, grants, loans,
crowdsourcing and, when the FabLab was embedded in other organisations (e.g. universities)
from the budget of the embedding institution (Hijden and Juarez 2014).
The major running costs consist of rental fees for the place, salaries (when the employees are
not voluntary), machines and tools and consumables, whereas the major entrances, beside the
initial contributions, come from membership fees, courses and workshops, external projects,
prototypes for third parties and space rental (Menichelli and Ranellucci 2015).
2.3 Other forms of innovation support infrastructures
Beside the spontaneous and independent cases represented by FabLabs, maker spaces and
other similar initiatives, other types of infrastructure provide inspiration for the creation of the
OpenDataLab within the Open4Citizens project.
Universities and public institutions have often promoted impact and/or innovation labs, i.e.
platforms to facilitate the creation and development of entrepreneurship around good ideas
and enthusiastic inventors. The profile of the impact lab is focused on the creation of new
business and the promotion of technical innovation within the community around an academic
institution (e.g. Polihub, Milano, Yes!Delft or Development Impact Lab, University of
California, Berkley) or on supporting ideas for improving social aspects in local communities
(Social Impact Labs, Germany), or even on supporting the development of brilliant students,
during their studies (e.g. Polifactory, Milano).
The size and budget of such initiatives can be very different from case to case. Some of them
(e.g. the social impact labs in Germany) are funded at the national or regional government
level and are distributed over the territory, whereas others are located close to the hosting
institution.
2.4 The OpenDataLab and other forms of peer production and innovation support
The exploration of the various forms of commons-based peer production and innovation
support suggest some preliminary considerations for the definition of a business model of the
OpenDataLab. Such considerations will be constantly verified against the finding in the
coming project activity and the experience in the coming hackathon cycle, in order to ensure
there is a market for the ODL.
Facilities provider or innovation Lab?
Menichelli (2011) suggests that value propositions for FabLabs and similar initiatives can be
classified according to two categories: the facility providers and the innovation support. The
former represent a category of infrastructure whose business model is mainly based on
providing access to the FabLab facilities. The latter provide a more complex set of services,
including services to support the initiatives emerging from the use of the facilities. The use of
the facilities in the FabLab is a clear value proposition, as the machines and tools available in
a FabLab are not commonly owned by private citizens (even though their cost is quite low
now), and their use requires some technical knowledge. Because of the nature of the means by
which data are manipulated in an OpenDataLab, the facilities required are instead very simple
and accessible: any computer connected to the Internet can be used to access and work on
data, even though the accessibility to datasets, their treatment and their use in appropriate
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services is not a banal operation and requires some knowledge. The provision of this
knowledge could be critical in the value proposition of the ODL. For example, the certainty of
having access to experts in the OpenDataLab providing key skills related to data literacy such
as data management or data scraping may encourage other citizens to use it. This also means
that, rather than the accessibility to the facilities, an ODL would support the diffusion of
knowledge and information as well as formal and informal education activities.
From neutral to active action
The availability of facilities and infrastructure can be a solid starting point for FabLabs to
secure their income. In this case, the FabLab plays a neutral role with respect to the outcome
of the activity developed by its users and does not necessarily engage with or provide support
for users’ outputs and outcomes, developed in the FabLab. The literature (Bianchini,
Menichelli et al. 2015, Menichelli and Ranellucci 2015) however, documents that external
projects or consultancies are often one of the main forms of financial income for FabLabs,
together with educational programs.
It is reasonable to think that this would also be the case for the ODL. A neutral presence of
the ODL could consist of a simple activity of support for the existing users with educational
courses. A more active role could entail incubation support for the result of activities
developed within the ODL. It is also reasonable to imagine that the knowledge embedded in
the ODL could be used for external consultancies, especially regarding the production or
collection of relevant open data and the definition of new services using open data.
In order to investigate any possible activity the ODL could support, the consortium organised
an internal brainstorming, to create relations between activities and possible ODL users. The
results of this brainstorming exercise are summarised in Fejl! Henvisningskilde ikke fundet.
and Fejl! Henvisningskilde ikke fundet. in Annex A. A synthesis of those activities is
proposed in Table 2, which also takes into account the suggestions coming from the literature
on existing FabLabs.

Basic service
Facilitating exchanges and
meetings between experts
(solution owners) and
active citizens (issue
owners)
Organizing visualisation
tours

Teaching and facilitating
Open-Data tinkerers;
offering a range of courses
and workshops on all
aspects of designing with
open data, including data
handling, visualisation,
data sprints, web scraping,
basic programming

Target group
 Active citizens
 IT experts

Revenue stream
Free







Free, small fee or voluntary
gift







General public
Schools
Community organizations
Active citizens groups
Open-Data Tinkerers (from
all ages and backgrounds)
Technopreneurs
School groups
Corporate groups
Master classes for
professionals
Executive course for

Contract with school,
vouchers from school,
tuition fee for
Technopreneurs and
professionals
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Coaching inventors;
helping to develop new
prototypes and guiding
them to the market.
Concept testing.
Participating in research
and development projects
with other ODL and other
institutions
Consulting to other ODL
and FabLabs on how to
set-up the open data
component of the lab;
consulting to the external
world, in fact acting as an
data consulting firm
Organisation of
Hackathons (or support to
their organisation)
suggested by active groups
or public authorities



Production of apps to
support services for
external clients.
Aggregation of
competences related to
open data (the Hub
function)




managers, policy makers
Individual technopreneurs
(students, professionals,
companies)
Project groups of
technopreneurs
Main contractor and its
client

Based on fixed price
proposal, paid by hour, paid
by government agencies via
distributed vouchers
Depending on sub-contracts
Grants and aid






Fab Labs
Schools
Companies
Government agencies

Based on fixed price
proposal (or in kind); paid
by hour




Active citizens groups
Public authorities



External clients

When the client is a public
authority a fee could be
charged to cover the
facilitator’s salary. Active
groups could contribute on a
voluntary basis
Price for the professional
work provided.




External clients
Users attending the
activities of the ODL

This activity would possibly
be connected with other
activities, such as those in
row 8 in this table.

Table 2 Basic services for ODL, their target groups and revenue streams

Two of the most relevant parameters in the above considerations are the characteristics of the
activity and the source of income. The ODL may have the function of providing information
and visualisation activities or have a more active role in promoting co-creation, thus
supporting the organisation of hackathons, data sprints or inspiration events. The revenues
could come from the fees for renting and using the space, or from the outcomes of the
activities promoted in the ODL or from projects the ODL could undertake as an Open Data
Consultancy (Figure 1).

Page 14 of 41

H2020-ICT-2015/ D4.9

Source of income

Consultancies (projects)

Open data-Based
Services

Visualisation Sessions

Data Sprint
Web Scraping

Education

hackathons
Characteristics of the activities

Information

Co-creation

Infrastructure (fees)

Inspiration events

Incubator

Figure 1 Map of the activities (orange) in the ODL in relation to their character and the income they
would produce

Investment and upkeep VS running and dissemination costs
Finally, the comparison between FabLab and the future ODL concern the costs. While
facilities, particularly in the form of machines and consumables, represent a major costs for
FabLabs, this cost may not have the same relevance in ODL, because data handling does not
require special infrastructure apart from an internet-connected computer. Other costs of the
ODL could be related to the maintenance of the connected online platform, which would be a
key element for sharing knowledge across the network of ODLs. Across the network, there
will be a need to invest in and maintain communication (e.g. audio-visual, online
collaboration) supported by the O4C platform and add-ons.
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The lower investment costs this would not necessarily reduce the overall costs for starting a
new ODL, as personnel costs may still be high. Face to face and hands on interaction are
critical for raising a diffuse culture on open data. Several FabLabs rely on voluntary work,
which may not be the case for ODLs. Finally a considerable effort in marketing and
communication may be needed to highlight the opportunities offered by open data.
Dissemination costs could include heavy investment in cross-sectoral events, where people
are needed to set up, publicise, recruit for and run these events

3

The OpenDataLab: towards a definition

On the basis of the considerations outlined above, and on the empirical data collected in the
first hackathon cycle (reported in D1.7 and D3.4) the consortium elaborated a first definition
of the unique selling point of the OpenDataLab, by synthesising its main characteristics. To
this purpose the consortium worked to define the ODL concept in 5 points (Figure 2):
01. OpenDataLabs are… A short definition of the ODL
02. How? What is the ODL giving access to?
03. An ODL is more than…In what is the ODL different from other similar initiatives?
04. How will we… How do we think the ODL will change in the future?
05. Status of the movement/community… how do position the ODL in order to become
the first seed of a community and a movement of ODL inspired to the CAPS
framework?

Figure 2 The emerging OpenDataLab concept
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This initial reflection by the five pilots in a plenary meeting served to identify commonalities
and differences in the pilots’ views of what the O4C project was aiming to achieve through
the ODLs. This visualises the opportunities for defining a common vision while supporting
context-based differences resulting from a different stakeholder ecosystem from city to city.
This work is ongoing in the consortium, focus particularly on joint reflections and discussions
at plenary meetings.

4

Scenarios and business models for the OpenDataLab

The concept of the OpenDataLab broadly defined in the previous section will underpin a
unified vision of what the OpenDataLab is and is aiming to achieve. This core OpenDataLab
necessarily take context-specific forms and configurations in the various pilots and in the
various replications in other location. This implies that the definition of a business model will
relate to different scenarios.
Such scenarios are being defined as part of deliverables D4.3 and D4.4 (Open4Citizens
scenarios draft and final versions). In this section they will be synthesised, in order to provide
the elements to generate a business model canvas.
At this stage the consortium has identified 3 broad scenarios, which will be considered in the
next section to define generic business model canvasses.
The development of scenarios is currently focused on defining which organisations would be
interested in ‘owning’ the open data lab once the Open4Citizens project comes to an end. The
current reflection in the consortium is based on the considerations about the value the ODL
could propose to the possible owner and to the citizens.
For the sake of clarity the value proposition of the three scenarios is reported in Table 3.
Possible owner

Scenario 1
“ODL as
FabLab
extension”

Existing FabLab

Scenario 2
“Selfstanding
ODL”

Public authorities,
Public/private
consortia

Value
proposition for
the owner
Extending the
offer of a FabLab

Promotion of
open data culture
and use

Scenario 3
Universities/Public Extending the
“Institutional institutions
offer of support
ODL”
for students and
alumni/expert
centre on open
data solutions.

Value proposition for the citizens

Educational resource, active
promoter of co-creation initiatives,
incubator of new ideas

Excellence centre, promoting cocreation activities and their
outcomes. Test environment for
public agencies, start-up and local
communities
Support for students and research
projects; information centre for local
communities, expert consultancy for
public authorities and private
companies.

Table 3 Value proposition and ownership of the three scenarios
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During the second hackathon cycle and towards the end of the project these scenarios will be
further specified in the concrete realisation in the pilot location. The specification of the
scenarios (actors involved, activities in the ODL, SWOT (Strengths, Weaknesses,
Opportunities, Threats) analysis will be documented in D4.4. On the basis of such specific
scenarios the consortium will detail the business model canvasses.
In the following, each of the three scenarios is described in detail. Each description starts with
a summary of the scenario and an outline business model canvas diagram. Selected elements
of the business model canvas of most relevance for the particular scenario are then discussed
in detail. At this stage in the project, while drawing on activities in the O4C pilot locations to
date, the scenarios are highly speculative. They are intended to inspire focus in activities in
the remainder of the project. In order to be made more concrete about how to develop a local
OpenDataLab, it is necessary to flesh out the needs and motivations of the specific
stakeholder that the pilots are engaging with as possible key partners in the local
OpenDataLabs.
Scenario 1: “FabLab extension” ODL as a service offered by an existing FabLab-like
infrastructure
The OpenDataLab could be part of the operations of an existing FabLab. In this case, the
FabLab would include a space and facilities for hackathon development according to the O4C
model. It would additionally host data training courses.
This scenario describes the generation of an ODL as an additional service/infrastructure
offered by an existing FabLab-like infrastructure, such as a maker space or a community or
bottom-up associations. Although many of these types of spaces are often connected to other
institutional infrastructure or organisations (Universities, schools or research centres) the case
considered in this scenario refers to FabLabs or maker spaces as independent administrative
units, which offer the local community a number of services and infrastructure for digital
fabrication.
4.1
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4.1.1

Business model canvas for scenario 1

Key Partners
 Data Owners
 Public
administrations
 Local business
 Local civil
society
communities

Key Activities
 Promotion of
OpenData
Culture
 Hackathon
organisation
 Facilitating
activities and
interaction with
the local
community

Value Proposition
 Educational
resource to learn
about open data
 Resources to
organise
hackathon and
co-create with
open data
 Tools and
knowledge for
creating new
services
 Incubation of
new ideas

Key Resources
 Physical space
 O4C platform
 Hackathon
handbook
 Hackathon starter
kit
 Citizen data
toolkit
 Facilitators
 Existing trust from
other members of
the community
 “ad-hoc” task
force including
existing users
Cost Structure
 Routine activities: same costs as the FabLab
 Hackathon and related events: costs for organising
and hosting of the hackathon

Customer
Relationships
 Direct contact
with the local
community
(education
events,
hackathons)
 Incubation
Support for
students and
new graduates
 Links to data
owners and
relevant
institutions
 Data
crowdsourcing
 Trust links
among the users

Customer
Segments
 Local civil
society
communiti
es
 Students
and new
graduates
 Data
Owners
and public
institutions

Channels
 Direct
interaction
 Facilitators
 Worth of mouth
(through
existing users)

Revenue Streams
 Royalties on revenues from initiatives
incubated at the FabLab
 Renting infrastructure to resident start-ups
 Incomes from personalised incubation
activities
 Sponsorships
 Public support
 Consultancies on Open Data

Table 4 Business model canvas for scenario 1
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4.1.2 Value proposition
The OpenDataLab is an extension of the value proposition of a FabLab, that means that it
supports the FabLabs mission to provide infrastructure for digital fabrication, for education
and for incubation of start-ups and innovative ideas emerging from the local community. The
mission of each instance of the FabLab network may vary according to the local need and the
nature of that FabLab, emphasising educational and business aspects. The pricing structure of
a FabLab, the surrounding economic conditions and the institutional framework for each
FabLab generate large variation in the value proposition for this infrastructure. Some
instances may work as a support for local business, others for educating the local community
and others may need to supplement the income received as a public infrastructure with
income from the activity of consultancy, possibly creating further work opportunities for the
FabLab users. It is not possible for the Open4Citizens process to relate to any specific case
and condition, because at present the O4C consortium has not identified any specific FabLabs
to refer to.
The value an ODL would add to an existing FabLab would consist in the support offered to
develop the culture and practices of working with open data. The FabLab could offer
educational opportunities, assistance to those who want to know more about open data,
suggestions about possible specific uses and transformations (e.g. visualisation) of open data
and physical hosting for hackathon events. Furthermore, they could develop specific profiles
of facilitators, which could support initiatives from local community. The facilitator could
link the needs and ideas of local communities with organisations interested in addressing
these needs and co-creating solutions, such as public administrations or companies.
4.1.3 Customer segments:
Local communities: Similar to the FabLabs, the OpenDataLab is a resource for the local
community to participate in the co-design process of new solutions
Students and new graduates: The customers of an independent FabLab are usually start-ups,
often generated by students or recent graduates, who could use the infrastructure as support
for developing their own ideas.
Data owners: Because of the role FabLabs may play in diffusing the culture of openness (e.g.
as promoted by Open Knowledge International (https://okfn.org/) and similar organisations)
related to OpenData, they could also become a touchpoint for public data owners - such as
public administrations, research institutions - who are now engaged in the effort to figure out
which datasets need to be published, in which format and for which use.
4.1.4 Key partners:
Data Owners: Data owners will provide data sets for hackathons and for ODL users to learn
about open data. They may also help with the proposal of interpretation and visualisation
tools, that would have an educational and inspirational role for citizens using the ODL.
In Danmark, such partners could be represented by Opendata.dk, an institution that is
collecting and coordinating the effort.
Public administrations: Public administrators will possibly support new initiatives. They
could also highlight challenges they see being faced by the local community, or in their
interactions with the community, which could profitably be addressed by citizens, working
with other groups, using open data. Public administrators are often owners of relevant data
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Local business: Small businesses and start-ups will have a chance to develop the technical and
business aspects of the ideas from the hackathons. They may find opportunities for
partnerships with other businesses and with local communities.
Local communities: will promote and take care of the ODL, possibly participating in data
crowdsourcing campaigns. Active groups or individuals from the local communities will
promote challenges, propose solutions, invite relevant actors to take part in the pre-hack phase
and support the work of the facilitator. The facilitator could also be a member of the local
community.
4.1.5 Key resources:
Physical space: The FabLab will be the physical reference space in which Open4Citizens
innovation activities will be developed. In particular they will be the ideal place for hosting
the hackathon and related events.
O4C platform: The O4C platform will include all the resources needed to support the cocreation activities in the FabLab, including data sets (when not available in other repositories,
crowdsourced data, web scraping results), links to relevant datasets, citizen data toolkit tools
(being developed), starter kit tools, support for hackathon organisation and knowledge from
the network of ODL.
Hackathon handbook: This is a collection of knowledge, indications and support tools for
organising hackathons using the O4C model. It will be a resource for the facilitator, but also
for local groups and communities that intend to organise a hackathon.
Hackathon starter kit: This is a collection of primarily analogue tools and templates, based on
human-centred design approaches, for inspiration, needs analysis, brainstorming, prototyping
and testing, when working with data (both in hackathon events and in individual design
activities).
Facilitator: Facilitators will support the organisation of hackathons, more specifically they
will organise the pre-hack phase, aggregate the ecosystem of relevant stakeholders for the
hackathon event, moderate the co-creation activities during and after the hackathon event, link
the activities of the ODL to local institutions and organisations that are interested in
participating.
Existing trust from other members of the community: Personal knowledge of the
infrastructure and personnel of the FabLab ensure trust among the existing users. This is an
intrinsic resource, because it allows the FabLab users to count on each other for new
innovation opportunities
“Ad-hoc” task force including existing users: By forming working group according to the
innovation opportunities, the members of the FabLab create an “ad hoc” task force, that can
offer flexible competences in different situations.
4.1.6 Customer relationships:
Direct contact with the local community (education events, hackathons): The presence of the
ODL in the local community and therefore the direct contact with it will be the best way to
create solid roots of the ODL in its locality.
Incubation Support for students and new graduates: As part of the ongoing activities of the
FabLab, the ODL will provide incubation support for individuals or start-ups that are aiming
to develop new ideas.
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Links to data owners and relevant institutions: The role of the ODL as a link to data owners
and relevant institutions is critical to make sure that new datasets are developed, disclosed and
made available for the local communities. At the same time the availability of such data in the
ODL will support experimentation and innovation, which will also be beneficial for data
owners.
Data crowdsourcing: When needed, the ODL could be the promoter of crowdsourcing
campaigns, that will support initiatives from users.
Trust links among the users. The FabLab gives the existing users the opportunity to get to
know each other and possibly collaborate in new projects based on the different skill sets and
interests that they represent.
4.1.7 Key activities:
Promotion of OpenData Culture: The hackathon activity as well as education initiatives and
all the activities aimed at raising the awareness of open data will eventually raise the average
level of understanding of the opportunities offered by this new resource.
Hackathon organisation: hackathons will be the most relevant activity developed in the ODL,
as they will create the conditions for a direct cooperation between different stakeholders in the
local community.
Facilitation: Although open data and related tools will be available in the ODL and on the
O4C platform, the intuitive and appropriate use of such resources should not be taken for
granted. The hackathon process, covering pre-hack, hackathon and post-hack activities, as
well as all the creative activities that are supposed to take place in the ODL will need the
active involvement of the ODL (and the FabLab) management group in facilitating and
promoting new initiatives.
4.1.8 Cost structure:
Routine activities: unlike the manipulation of materials, working with data does not demand
large physical infrastructure. This means that the costs of adding the ODL to the existing
FabLab in everyday activities should not be too much higher than the existing costs.
Additional costs relate to providing information about the ODL and increasing the visibility of
open data opportunities.
Hackathons: For most FabLabs, the organisation of hackathons would be a new activity, that
would require additional costs for:
 Facilitator’s time
 Contacts with relevant stakeholders
 Information and communication materials
 Hosting the event (ticketing, catering, hiring machines and personnel, preparing the
space)
 Organising and promoting the activities in the post-hack phase
 Hosting meetings and consultancies throughout the hackathon process
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4.1.9 Revenue streams:
Royalties on revenues from initiatives incubated at the FabLab: The FabLab/ODL may
consider asking its users for a participation in the revenues for the projects developed in the
FabLab. This should however be considered case by case, as it could discourage start-ups to
use the infrastructure and could require a complex legal structure.
Renting infrastructure for resident start-ups: The experience with existing FabLabs suggests
that rental fees for the infrastructure represent a small quote of the revenues needed to ensure
economic sustainability. However it is reasonable to think that users of the FabLabs are
already paying such a rent and the same fee could apply for users of the physical space of the
ODL.
Incomes from personalised incubation activities: The FabLabs may decide case by case on the
opportunity to charge its users with fees for post-hack activities, more specifically tutoring,
individual support, larger incubation and information events. This income may be an
alternative to the royalties mentioned above.
Sponsorships: Several FabLabs are already receiving support from sponsors (local business,
suppliers of materials for the FabLab, among others). Such support could be stronger once the
FabLabs offering is enriched with the resources of the ODL.
Public support: Public support from local, national or European sources is often the main
source of income for FabLabs, especially in the earliest phases. Once again, such support
could be reinforced with the improvement of the FabLabs offering provided by the ODL.
Consultancies on Open Data: Several FabLabs are not only working as a “neutral”
infrastructure provider, but also as an active promoter of initiatives for innovation at the local
level or as consultant for private companies. This role makes it possible for FabLabs to
aggregate resources from its existing users and promote the use of the FabLab, while
increasing the visibility of start-ups and individuals’ knowledge in this infrastructure. The
extension of competences to open data may increase the opportunities for such consultancies,
including the public sector as a possible client.
4.2 Scenario 2: “A self-standing ODL”, ODL as an independent incubator
In this scenario, the ODL would be an autonomous infrastructure where hackathons could be
hosted. It would include a space and facilities for hackathon development and it would offer
data training courses. The ODL could emerge as a new, independent infrastructure if there is
convergence of the interests of relevant stakeholders in the area to support this.
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4.2.1 Business Model Canvas for Scenario 2
Key Partners
 Data Owners
 Public





administrations
Local business
national
business
Local
communities
Active city
makers

Key Activities
 Promotion of
OpenData Culture

 Advocacy for dataset
disclosure
 Hackathon
organisation
 Facilitating activities
and interaction with
the local community
 Data Scraping and
crowdsourcing

Value Proposition
Customer
Relationships
 Excellence centre on open data

Direct
contact with
 Resources to organise





hackathon and co-create with
open data
Incubation of new ideas
Network/partnerships among
the users
Test environment for public
agencies and start-ups
Flexible support to local
communities

Key Resources
 Physical space (or
space flexibility)
O4C platform
Hackathon handbook
Hackathon starter kit
Facilitators
Outsourced
competences
 “ad hoc” task force

hosting hackathons





 Local business






and national
business
companies
Local
community
Data Journalists
Data Owners
and public
institutions
Active city
makers

Channels
 Direct interaction
 Facilitators
 Worth of mouth







Cost Structure
 Routine activities
 Hackathon event: costs for organising and



the local community
Incubation support to
local start-ups and to
data activists
Links to data owners
and relevant
institutions
Data crowdsourcing
Networking
institutions,
companies, academia
and local
communities

Customer
Segments

(through existing
users)

Revenue Streams
 Royalties on revenues from initiatives incubated at the






FabLab
Renting infrastructure for resident start-ups
Incomes from personalised incubation activities
Sponsorships
Public support (EU or public grants)
Consultancies on Open Data

Table 5 Business model canvas for scenario 2

4.2.2 Value proposition
Open data centre of excellence: The ODL would be promoted by an independent organisation
(e.g. a data activist group) or by institutional organisations that are working for the diffusion
of the culture of open data. Therefore the centre would be presented as a reference point for
the diffusion of knowledge about open data.
Resources to organise hackathon and co-create with open data: The centre would be active in
proposing hackathons and co-creation events on open data, including through the organisation
of events in different parts of its immediate neighbourhood or local community. The offering
of the centre would concretely include tools and methods for co-creation as well as
knowledge to create new services.
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Incubation of new ideas: the centre would be an aggregation point for communities and
professionals sharing a common interest in open data, it would therefore be an ideal
environment for organising “ad hoc” task forces for the incubation of new ideas.
Test environment for public agencies and start-ups: the ODL could also be used as a test
environment for public administrations and start-ups that intend to explore open data as a
resource for creating new solutions.
Flexible support to local communities: The ODLs have the capability to aggregate
professional, technical and community-related knowledge around different innovation
opportunities as they arise.
4.2.3 Customer segments:
Local Business: The need for economic sustainability for the ODL as a new and independent
service will possibly lead the owners to focus on local business, or local start-ups, in order to
make the ODL a hub for innovation in the local community.
Local communities: The OpenDataLab needs to be connected with its surrounding geographic
area and be a resource for the local community to participate in the process of co-designing
new solutions to service-related challenges faced by citizens. The need for economic
sustainability may move the focus of the ODL towards business or institutional customers;
however, the local communities could still represent an important player for the generation of
new initiatives.
Data journalists: because of the mission of the ODL, data journalists would be among the
main users of a centre of excellence on open data.
Data owners: beside being among the supporting partners, data owners - such as public
administration, research institutions - could also be among the main users. They are now
engaged in the effort to figure out which datasets need to be published, in which format and
for which use. By participating in the activities of the ODL they may gain a better
understanding of the demand for open data.
Active city makers: Active citizens and small groups that promote co-creation, fabrication or
bottom-up initiatives would be able to use the ODL as a resource and a reference point for
their initiatives
4.2.4 Key partners:
Data Owners: Data owners will provide data sets for hackathons and for ODL users to learn
about open data. They may also help with the proposal of interpretation and visualisation
tools, that would have an educational and inspirational role for citizens using the ODL.
Public administrations: Public administrators could support new initiatives or suggest
challenges for the local community. Public administrators are often owners of relevant data.
Local business: Small businesses and start-ups will have a chance to develop the technical and
business aspects of the ideas from the hackathons. They will possibly find opportunities for
partnerships with other businesses and with local communities
Local communities: It is essential that the new ODL is connected with its surrounding
geographic area and the local communities. Such communities will promote and take care of
the ODL, possibly participating in data crowdsourcing campaigns. Active groups or
individuals from the local communities will promote challenges, propose solutions, invite
relevant actors in the pre-hack phase and support the work of the facilitator. The facilitator
could also be a member of the local community.
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National Business: National business would possibly be a valuable resource for providing
open datasets and become partners in initiatives to give more value to such datasets. In turn
national business partners will possibly get better indications about the demand for data.
Active city makers: beside being the customers of the ODL, groups of active citizens engaged
in bottom-up and collaborative initiatives would also be an active promoter of initiatives and
activities in the ODL, linking local communities, technical experts and political or
administrative stakeholders.
4.2.5 Key resources:
Physical space: an independent centre may or may not have a large physical space for
hackathon events, it could rather start as a reference space for the organisation of events in the
area, in different locations. The definition of a space for hackathon events may be achieved
once the ODL has consolidated its presence, but the ODL remains as an organisational unit
that activates different spaces in the local area even without defined space.
O4C platform: The O4C platform will include all the resources needed to support the cocreation activities in the FabLab, including data sets (when not available in other repositories,
crowdsourced data, web scraping results), links to relevant datasets, citizen data toolkit tools
(being developed), starter kit tools, support for hackathon organisation and knowledge from
the network of ODL.
Hackathon handbook: This is a collection of knowledge, indications and support tools for
organising hackathons using the O4C model. It will be a resource for the facilitator, but also
for local groups and communities that intend to organise a hackathon.
Hackathon starter kit: This is a collection of primarily analogue tools and templates, based on
human-centred design approaches, for inspiration, needs analysis, brainstorming, prototyping
and testing, when working with data (both in hackathon events and in individual design
activities).
Facilitator: Facilitators will support the organisation of hackathons, more specifically they
will organise the pre-hack phase, aggregate the ecosystem of relevant stakeholders for the
hackathon event, moderate the co-creation activities during and after the hackathon event, link
the activities of the ODL to local institutions and organisations that are interested in
participating.
Existing trust from other members of the community: Personal knowledge of the
infrastructure and personnel of the FabLab ensure trust among the existing users. This is an
intrinsic resource, because it allows the FabLab users to count on each other for new
innovation opportunities
“Ad-hoc” task force including existing users: By forming working group according to the
innovation opportunities, the members of the FabLab create an “ad hoc” task force, that can
offer flexible competences in different situations.
4.2.6 Customer relationships:
Direct contact with the local community: The presence of the self-standing ODL in the local
community and therefore the direct contact with it will be the best way to create solid roots of
the ODL in the local context
Incubation support for start-up and data activists: The ODL will provide incubation support to
individuals or start-ups and activists that are aiming at developing new ideas.
Links to data owners and relevant institutions: the role of the ODL as a link to data owners
and relevant institutions is critical to make sure that new datasets are disclosed and made
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available for the local communities. At the same time the availability of such data on ODL
will support experimentation and innovation, which will also be beneficial for data owners
Data crowdsourcing: When needed, the ODL could be the promoter of crowdsourcing
campaigns, that will support initiatives from users.
Networking institutions, companies, academia and local communities: The capability of the
centre to link local communities, business, academia and public institution is a critical factor
to attract and retain users.
4.2.7 Key activities:
Promotion of open data culture: The hackathon activity as well as education initiatives and all
the activities aimed at raising the awareness on open data will eventually raise the average
level of understanding of the opportunities offered by this new resource.
Advocacy for datasets disclosure: The ODL would play a critical role to identify and point out
the needs for new dataset disclosure, on the basis of the pre-hack phase of each hackathon and
as an outcome of hackathon events.
Hackathon organisation: Hackathons will be the most relevant activity developed in the ODL,
because they will create the conditions for direct cooperation between different stakeholders
in the local community.
Facilitation: Although open data and related tools will be available in the ODL and on the
O4C platform, the use of such resource should not be given for granted. The hackathon
process, as well as all the creative activities that are supposed to take place in the ODL will
need an active involvement of the ODL (and the FabLab) management group in facilitating
and promoting new initiatives.
Data scraping and outsourcing: this activity could be provided as a support in the pre-hack
phase and could be also offered as a consultancy to external initiatives.
4.2.8 Cost structure:
Routine activities: A new independent FabLab would have costs related to personnel and
administration. If a space for hackathon events is present as part of the infrastructure, it would
also imply the related maintenance costs.
Hackathons: the organisation of hackathons would require additional costs for:
 Facilitator’s time
 Contacts with relevant stakeholders
 Information and communication materials
 Hosting the event (ticketing, catering, hiring machines and personnel, preparing the
space)
 Organising and promoting the activities in the post hack phase
 Hosting meetings and consultancies in the post-hack phase
4.2.9 Revenue streams:
Royalties on revenues from initiatives incubated at the ODL: a participation of the ODL in the
revenues derived by project developed in the infrastructure would be quite important to ensure
its economic sustainability
Renting infrastructure for resident start-ups: Although, as for FabLabs-like spaces, rental fees
for the infrastructure represent a small quote of the revenues, this source of income would be
important to ensure the ODL’s economic sustainability
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Incomes from personalised incubation activities: The ODL may decide case by case on the
opportunity to charge its users with fees for post-hack activities, more specifically tutoring,
individual support, larger incubation and information events. This income may be alternative
to the royalties mentioned above.
Sponsorships: sponsorship could come from local business and other relevant stakeholders.
Public support: Public support, from local, national or European sources, could be an
important source of income, especially in the earliest phases.
Consultancies on Open Data: the ODL would not only work as a “neutral” infrastructure
provider, but also as an active promoter of initiatives for innovation at the local level or as
consultant for private companies. This role makes it possible for ODL to aggregate resources
from its existing users and promote the use of the ODL, while increasing the visibility of startups and individuals’ knowledge in this infrastructure.
The consultancies could also include data scraping and data crowdsourcing activities, as well
as hosting new data (the results of data scraping and data crowdsourcing) on the O4C
Platform.
4.3 Scenario 3: “Institutional ODL”; ODL as a centre in a university or public institution
The ODL would be an infrastructure managed by a university or a municipal centre. It would
use the university space or a public space. If part of the university, the ODL would offer
services mainly to the university community (academics, researchers, students, alumni), thus
addressing the requirements for the specific department/faculty supporting the ODL. When
deriving from a public initiative, the ODL would address the needs of local communities and
local business. The aim of the ODL would be to support a strategic focus area (e.g. the
development of urban services) or supplement selected study programs and research
activities. When placed in a university, the ODL would work closely across disciplines with
other “sister labs” within the university and in other universities and research institutions.
Although the focus would be on teaching and research activities, the university may be
interested in supporting the ODL as an investment to improve its role and position in the local
community and with the local administration, therefore extending its offering outside its usual
range of stakeholders - students, teachers, researchers and alumni - to also include
educational, inspirational and co-design activities open to members of the local communities,
local businesses and public administration. For this reason it is also possible to think of an
initiative jointly promoted by both academic institutions and public administrations.
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4.3.1 Business Model Canvas for Scenario 3
Key
Partners

 Local
administratio
ns
 Local
communities
 National
business
 Data owners

Key Activities

Value

 (Extra-) Curricular
Proposition
activities
 Support for
 Hackathon organisation
students, research
and facilitation
projects and alumni
 Co-design jams
initiatives
 Data sprints/scraping/
 Support for local
crowdsourcing
communities
 Expert centre for
local and national
public authorities
 Connection with
other initiatives
and public policies

Key Resources

Customer
Relationships

 Direct contact with the
local community
(education events,
hackathons)
 Incubation: support to
students and new
graduates
 Physical presence of
the institution in the
local context
 Official academic and
public dissemination

Customer
Segments

 Students
 Alumni
 Researchers (for
specific projects)
 Individuals and
groups from the
local community
 Public
administrations
(consultancies)
 Private business
(consultancies)

Channels

 Student activities
 Word of mouth
 Official dissemination
channels

Existing resources
 Campus spaces
 Educational facilities
 Educational knowledge
 Curricular activities
New resource
 Organisation of extra
curricula activities

Cost Structure






Revenue Streams

Curricular activities
Dedicated space and personnel
Hackathon organisation and facilitation
Incubation sessions








Fees for extra-curricular/public activities
Consultancy fees
Royalties from projects developed in the ODL
Rental fees for external residents
Support from specific research projects
Sponsorships and agreements with external organisations

Table 6 Business model canvas for scenario 3

4.3.2 Value proposition:
Support for students, research projects and alumni initiatives: If resident on the university’s
premises, the ODL can provide a support for a range of academic activities, including
curricular activities and extra-curricular events (conferences, hackathons, web scraping
courses, meetings with experts)
Support for local communities: If promoted by a public institution, the ODL would
incentivise innovation coming from activists and business in the local community. If located
in a university, the ODL could open any extra-curricular activity to local communities;
Furthermore, the ODL could host educational activities for the local community or activate
permanent educational resources (e.g. an online visualisation or display station at the ODL) to
inform and inspire individuals and active groups.
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Expert centre for local and national public authorities: the creation of expert research centres
to provide knowledge for private and public organisations is part of the mission of both
universities and public authorities. The ODL could be a centre of excellence for the
development of new services based on the use of open data.
Connection with other initiatives and public policies: the active support of public agencies
would make it possible to connect the ODL with other initiatives and to become an active
resource for the development of public policies on open data.
4.3.3 Customer segments:
Students: Students are the natural target group for an ODL centre placed in a university
campus, due to their close proximity to it and because they are more likely than individuals
outside the university to understand how to access the ODL resources based on curricular and
extra-curricular activities supported by the ODL.
Alumni: The extension of services such as those offered by the ODL to alumni and start-ups
created by former students is often part of the mission of universities.
Researchers (for specific projects): The ODL could be used as an infrastructure for
experimentation, and innovation through new research projects. Researchers can therefore use
the ODL as a key resource for this activity.
Individuals and groups from the local community: This social group is not traditionally and
directly a customer of a university, however the presence of an institution such as a university
has an evident impact on the surrounding community and the inclusion of initiatives, such as
the ODL, that support the local community is often part of the corporate responsibility of this
(and any) large institution. Whether owned by a university or public agencies the ODL would
activate local resources (knowledge, active citizens or small initiatives) that will benefit the
community and possibly improve the quality of local services.
Public administrations: The ODL could provide public administrators with knowledge and
infrastructures to support the creation of a new generation of public services.
Private business: Private business could receive support by the ODL in raising the awareness
on business opportunities in relation to the use of open data. Furthermore, the ODL could
activate networks of expertise that link different businesses and other relevant stakeholders
around the definition of new services.
4.3.4 Key partners:
Public agencies: The activity of an ODL based in a university campus should be connected to
the local geographical area. It is therefore important to activate partnerships with local
administrations and relevant institutions in the area.
Data owners: Data owners often coincide with local administrations or with public or private
institutions. As mentioned above, a partnership with those institutions is a key factor for the
success of the ODL.
Local communities: Beside being among the main users of the ODL, local communities can
play a relevant role as a channel for disseminating the activities, as a resource for data
crowdsourcing or to define the needs for new or improved services based on their personal
experiences.
National Business: National business would possibly be a valuable provider of open datasets
and become partners in initiatives to give more value to such datasets. In turn national
business partners will possibly get better indications about the demand for their data among
their clients.
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4.3.5 Key resources:
Campus spaces: Universities could be able to offer dedicated spaces for the ODL and other
spaces for educational purpose, for hackathons and other relevant activities
Educational facilities: The facilities universities uses for educational purpose could also be
used in activities organised for the ODL.
Educational knowledge: Part of the mission of the university involves cultivating the capacity
to organise knowledge, and specifically open data knowledge, in educational modules or
activities that can be provided as curricular or extra-curricular activities
Curricular activities: Given that students will be among the main users of the ODL their
curricular activities may become an important resource in terms of providing inspiration for
the work in the ODL.
Public administration knowledge: If owned or connected to a public agency, the ODL can be
strictly connected with public administration knowledge, which would facilitate the
institutionalisation of some of the solutions emerging from the ODL.
4.3.6 Customer relationships
Direct contact with the local community: ODL would be an integral part of the urban life of a
community; therefore, the relationship with the local communities would be direct and
participative. This may concern both communities that are already engaged with the
university for other purposes or communities that are approaching the university for the first
time through activities promoted by the ODL
Incubation: After a hackathon or as a support for the hackathons’ results, the ODL could host
events, meetings and tutoring with experts that could address business and technical aspects
of bringing ideas and prototypes to implementation or to market.
Physical presence of the institution in the local context: the physical presence of the ODL and
the university in the local context is a way to improve the relationship with local communities
and administrators, possibly using the ODL as a centre for new experimentation and new
research projects.
Official academic and public dissemination: this is part of the university mission and is an
obvious way for the university to create, improve and maintain the relationship with local
communities and institutions.
4.3.7 Key activities:
(Extra-) Curricular activities: Both curricular and extra-curricular activities are a relevant part
of what the ODL could offer to its customers, when hosted by a university; in particular,
curricular activities could address students’ interest in open data and promote their initiatives,
whereas extra-curricular activities – hackathon events, conferences, information meetings,
data sprint sections, service design jams - will support the participation of the local
community and the relevant institutions and organisations.
Hackathon organisation and facilitation: This is a core activity of the ODL, as in the other
scenarios. The organisation and facilitation of the hackathon could also be consistent with
curricular activity, thus using the full potential offered by students’ and researchers’ creativity
in the full hackathon cycle, spanning from pre-hack, over the hackathon event to the posthack phase.
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Co-design jams: Co-design jams are sessions in which different stakeholders work together to
develop new services. This activity would be strongly linked to the curricular plan, but should
also include members of the local community and other participants with different knowledge
and skills.
Data sprints/scraping/crowdsourcing: These activities involve generating data to support the
hackathon. While data owners are often able to provide statistical data about certain urban
phenomena (parking, traffic, meteorological or environmental conditions), other data are
needed, that can provide more “live” information about the status of the urban environment.
This activity is important because it would concern such a “live” component.
4.3.8 Cost structure:
The cost structure would take into account the costs of resources that can be shared with the
curricular and other ordinary activities and resources needed for new activities specific for the
ODL.
Ordinary activities: The costs would be shared between the ODL activities and the existing
curricular activities.
 Space (universities): In many universities space is becoming a scarce resource and the
allocation of a dedicated space for the ODL everyday activities - administration,
display of relevant initiatives, space for working stations - may represent a cost for
the university, which would need to take the space from the ordinary curricular or
administrative activities. The extra cost could also be seen as an investment for the
university to promote its connection with the local institutions.
 Space (public administrations): Space would also be a relevant cost if the ODL is
hosted by a public administration. In this case the public institution could have a light
structure, i.e. include small spaces for administration, organisation of the hackathon
and knowledge dissemination (data visualisation, knowledge centre), whereas the
organisation of the activities in the hackathon process could refer to existing
infrastructure in the area (local community centres, universities, business associations)
 Personnel: A dedicated ODL centre should be attended by personnel, that would
possibly represent an extra cost for the university or the public institution unless an
existing role was redefined or expanded to include work related to the ODL.
 Educational facilities (universities): Like for campus spaces, the cost of the education
facilities would be shared between the existing activities and the specific activities
involved in the ODL. The additional costs would represent an investment by the
university.
 Curricular activities (universities): the cost of those activities would be mainly
included in existing education costs.
Specific costs for the ODL include
 Costs for dedicated space, infrastructure and personnel: These include costs for special
rooms, for personnel (e.g. facilitators) that could coordinate the activities of the ODL
and for infrastructures (screens, data storage).
 Costs for hackathon organisation and facilitation: The details of such costs will be
deducible from the hackathon organisation handbook.
 Costs for incubation and promotion of the ODL activities: Such costs would include
tutoring, expert lecturing, public dissemination of the role and the activities of the
ODL.
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4.3.9 Revenue streams:
Fees for extra-curricular/public activities: participation in some of the activities (e.g.
incubation sections, expert lectures) could be offered for a fee.
Consultancy fees: The activities of the ODL that are directly organised as part of a project, a
piece of research or a specific consultancy could attract funds in form of fees.
Royalties from projects developed in the ODL: Universities often retain the intellectual
property of the research and innovation activities developed in its infrastructure. This may not
be the right institutional and administrative arrangement for the outcome of the activities in
the ODL; however, the claiming by the university of part of the revenues from the projects
developed in the ODL could be considered.
Rental fees for external residents: Working as an incubator for external stakeholders (e.g.
alumni, local activists, start-ups) the ODL could attract revenues in the form of fees for the
use of space, infrastructure and expert knowledge. This revenue source could be an alternative
to the royalties mentioned above.
Support from specific research projects: Being the ideal place for innovation and
experimentation, the ODL could be a strong attractor of further funding for new research and
innovation projects.
Sponsorships and agreements with external organisations: External organisations could be
interested in sponsoring the ODL or specific activities (hackathons) in the ODL.
The business models outlined in this document have been validated against the existing
knowledge in each pilot. Although the information available at this stage is not enough to
detail the business model in each location, the canvasses proposed in this deliverable
represent a general framework for the possible future developments. The coming work will
use such framework to map the new knowledge and the findings from the activity in the
second hackathon cycle.
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5

Next steps

The coming work for the definition of a business model for each of the pilots will run in
parallel with the definition of specific scenarios. These scenarios relate to the activities to be
developed in the OpenDataLab in each pilot as well as to the main stakeholders engaged with
each ODL.
It is worth noticing that each ODL in the pilot is likely to evolve through different business
conditions. In several pilots, for instance, the ODL will initially be created under the umbrella
of a university (as in Copenhagen or Barcelona) or a public institution (as in Karlstad or
Milano). In the longer term, the ODL could become an independent organisation, possibly
supported by a network of partners, national users and other institutions.
Other interesting cases could emerge from local initiatives of small community centres which
sometimes host infrastructure and facilities for makers. Another possibility is emergence from
particularly active, bottom up, groups that spontaneously pop up in urban areas such as can be
seen in Rotterdam.
The literature on FabLabs discussed above demonstrates that the initial cost to create this kind
of infrastructure is quite low and affordable, and the considerations in section 2.4 make the
hypothesis of the creation of ODLs at the level of local community – local makers, citizens,
start-ups, local groups - quite realistic. The business model needs to take into account the
ephemeral conditions of some of the community centres where ODL might be housed.
The next steps in developing business and sustainability models for the individual pilot ODLs
will therefore explore the hypotheses emerging from the first round of hackathons and the
first part of the project, discussed in this deliverable, to provide a detailed description of the
business cases for each of the pilot locations. This will involve discussions with potential
ODL stakeholders about the extent to which their individual and organisational visions align
with that of the local ODL. From this basis, identifying available resources and infrastructure
will help to define the contextually contingent structure and activities of the ODL. For
individual ODLs to be economically sustainable beyond the lifetime of the Open4Citizens
project, they need to have a strong value proposition for the organisation, group or individuals
who will take over running it. Such value proposition should take into account the citizencentred approach, in line with the aims of the project to empower citizens, and in particular to
make appropriate use of open data to solve challenges that are important to them.
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6

Conclusions

After a first round of hackathons and an investigation of related phenomena, the
Open4Citizens consortium is now able to make the first hypotheses about the scenarios for the
realisation of OpenDataLabs in the five pilot locations.
This deliverable sets the framework for the definition of possible business models for a
general ODL. Given that we are operating in a context of constrained financial resources, the
focus to date has been on identifying potential owners of the ODLs who will be able to sustain
them beyond the project by covering set-up and running costs associated with the ODL
activities and resources. According to our approach since the beginning of the project, the
major references to explore possible scenarios and business models are FabLabs, more
specifically the broad movement of commons-based peer production centres and initiatives
that is now expanding in cities and communities worldwide. This movement is currently the
object of several studies (Troxler 2010, Menichelli 2011, Bianchini, Menichelli et al. 2015,
Menichelli and Ranellucci 2015) , which provide the parameters for defining the business
aspects and the characteristics of FabLabs. The same parameters, when relevant, have been
used to outline possible business models for the ODL. The general scenarios and the
considerations about their economic sustainability are based on such studies and from
anecdotal evidences from O4C consortium members, who engaged discussions with a number
of FabLab owners and the coordinator of some university centre.
This deliverable however, explores a broader range of possibilities, including the scenario of
independent centres focusing on ODL, or centres that support students or start-ups initiatives
within the framework of universities or public institutions. Compared to FabLabs and similar
endeavours, the unique aspects of the ODL relate to the insistence on a focus on open data as
a key resource, as well as the importance of supporting citizen-centred co-creation that
nevertheless prioritises the inclusion of individuals with a range of expertise, personal interest
and motivations for engaging with ODLs. The hypotheses about the possible scenarios are
based on the consortium’s experience in the first hackathon and the information about
possible political, social and institutional configurations that would make an ODL possible in
each pilot location.
At this stage however, the scenarios outlined in this deliverable have to be considered as
generic and hypothetical, because the consortium does not have a full picture of how the
various social, technical, institutional and political factors will balance to configure the ODL
in each location. The generic models provided in this deliverable serve as a first guide to map
out the possibilities to create similar initiatives in other locations. Therefore, they could be
part of the support this project will provide for the creation of an international network of
ODLs.
To this end the O4C consortium will work at the definition of guidelines, practices and
infrastructure to support the exchange of knowledge and mutual support among the ODLs.
The development of these are well under way in the next iterations of the Open4Citizens
platform as well as the tools and guidelines that make up the full O4C toolkit which underlies
the hackathon process. The second hackathon cycle provides a testing ground for
collaboration with stakeholders and potential ODL owners that was established in the first
cycle. In addition, it allows the consortium to reflect on the local, pilot-specific ecosystem and
its interest in- and capacity for creating a sustainable ODL. At the same time, the connected
nature of the five pilots through the O4C platform and regular communication is a testing
ground for the feasibility of a global, networked ODL model and the value it adds to local
ODL’s business models.
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Annex A – ODL users’ motivations and activities

The following tables outline the possible users of the ODL and their motivation. IT is worth
saying that this table is based on subjective experience among the pilots and informal
conversations with FabLab owners, coordinators of relevant university centres (e.g. AppLab,
Copenhagen, Polifactory, Milano) and some possible users. It can be further defined through
reflections on direct contact with stakeholders and interviews in the second hackathon cycle.
Actor
DATA ACTIVISTS

Motivation







To find active networks of people to shape and supply their
activity
Extracting further knowledge from data that can be acquired
Tools and methods for data-scraping
Promoting crowdsourcing campaigns
Transparency/media: activist approach is not necessarily
constructive and dialogical for common good
Organized advocacy by data owners
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PUBLIC
SERVANTS















IT Experts
(individuals)




[→ different sort
of skills….]








Start-Ups








ACTIVE CITIZENS:








DATA OWNERS:





Creating communication channels with public authorities
Data sovereignity (data as a democratically controlled
commons)
To operationalize policy-making
More informed public policy-debate (combat fake news)
To see what additional data/information needs are in the city
To solve administrative problems with ideas produced in the
ODL
Getting the tools they need via co-creation w citizens
Understand which data can be useful
Odl as input to drive data opening strategy (‘pull not push’)
Launching challenges for urban problem solving
Optimize existing core work
Willing to make change happen – connecting good ideas
Open for citizens: have a positive impact on local level
Increase efficiency while providing new services
Stress-testing ideas
To work: hackathon have prizes + to become consultants (the
ODL to become sort of a ‘job-pump’)
I can make a business out of my IT skills
Doing cool stuff (hacker ethos – mostly works with
students…)
Demonstrating skills and expertise
Solving “wicked” problems independently e.g.: “demo of
shortcuts: Did you believe this was possible? – Look I/We just
did it anyway: Wauw!
It’s fun to hack stuff and I also want my skills to be useful
Use for own win first – not necessarily dialogical
(Challenge: to work on own idea  not to ‘steal’ others…)
Co-creating business opportunities
Input and inspiration on concrete challenges
Validating testing app/service/concept
I can start from end: want to test idea…
Visualising data, learning how to work w data, learning about
existing data-sets
Making better arguments!
Be inspired
Supplementing efforts with new methods (+data insights)
To scale up their problems  towards institutions
Can this problem be solved with open data?
Become data literate
Definition of problems and tasks feeding the lab
To transform their data into services for their business
Build value on top of your data
To sell data to be open (controversial)
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Facilitators









STUDENTS:






Academics
RESEARCHERS



ICT COMPANIES







LOCAL
BUSINESSES

ACTIVITIES
Hackathon event
organisation:

Acquiring data







Exploration of innovation potential (concrete input)
Upon up: if it will be used ( how will it be used ?)
Driving innovation
Create tangible solutions
Bring groups of people together
The lab needs a Back-office combining, need, data and
opportunities
Find relevant resources (shared knowledge between ODLs)
“This (data) is anyway my main interest so let’s help others
to use it” (?)
Selling the competencies of co-creating with data
Become a data literate
Tech Universities:
 Critical mass of users
 Word of mouth
 Voluntary work
 Research (thesis)
Wanting to learn – so playing with data
Incubate students initiative
Knowledge leaders,
international relations,
possible project proposals (source of revenue)
concrete real world cases/collaborations to work on
Because a) the ODL is an innovation productive ENU (?) 2)
The ODL is suggestive of problem driven research
Data users
App developers
Project leaders
Data providers (sometimes)
HR – Headhunting
Benefit from ‘free’ solutions
Drive local innovation
Corporate social responsibility
Sponsorship of ODL projects with social return on investment





Table 7 Possible users of the ODL and their motivations

DESCRIPTION
 Co-creation facilitation process of hack organisation
 1) I have a problem I want to solve 2) I visit the ODL to
propose a hackathon on this 3) I launch a public call for the
hack 4) I hire a facilitator 5) I book a little space 6) I run the
hackathon 7) I work the outcome (test/…) (?)
 identifying creating an effective stakeholder eco-system.
 Scraping
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Web scraping







Data sprints
(data searching)









Visualising
analytics
(generating
graphs, to
explore, get idea
of data-set)






Concept test










Data repository
(storing data)






Extracting data
Asking for it…
Lobbying…
Collecting data
Extracting data
Use available state of the art tools online
Identify open data gaps
(data needed but not available)
Get in touch with data owner
Negotiating for data to be published
Data searching (I have a need related to exploring/studying
litigation in public procurement I ask whether statistics exist
and are published in open form…
Collecting data (ODL goal)
Mapping data owners
Networking and keeping alive the data people
Data analysis, visual analytics, statistical models
Custom tailored data visualisations (e.g. for a news article)
Presenting or making complex ‘message’ of data more simple
1) I visit the ODL 2) I talks with an expert on data on rain in
the city 3) the expert suggests OD sets 4) the expert helps
(????) to visualise rain-related data on a map…
O4C platform to launch data crowdsourcing campaigns
1) I have developed a full app 2) I visit o4c launch ac call for
???? (?) 3) The ODL publishes the call locally and online.
1) I have developed an App based on “fake data” 2) I want to
crowdsource the data I need 3) I launch a call for
crowdsourced data on the O4C platform 4) The ODL support
my crowdsource search in the physical location
1) I want to create the App “Happiness in CPH” 2) I check on
the O4C platform which data is available that I can use for
that 3) I visit the ODL and explain my concept to an expert 4)
the expert helps me finding the data 5) the ODL facilitates a
Hackathon on my challenge…
Dataset indexing (where residing not necessarily on our own
platform)
1) I have done a data scraping (it took 8 hours) 2) I think this
could be useful for someone else 3) I put my data-set online
on the O4C platform
Upload of ‘semi-finished product’ – e.g. a specific webscrape
(I have made a scrape – this might be useful for others – I put
my data out there online)
Making data available (ODL Datahub)
Data-set indexing (where residing i.e. not necessarily on our
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Concept
development





Data cleaning




App Collection




Crowdsourcing /
Knowledge
sharing




platform only)
Data publishing: As we agreed yesterday some data owners
might want to use our platform to publish their data-sets and
make them available (for free?) and update them.
hanging out with inspiring people
open data crash course for novices (school of data model)
introduction to ‘the world of data’ and it’s opportunities
for schools, unemployed, continued training, vulnerable
populations
exploring data together – learning data skills
advanced level data seminars, workshops
spending time around people to learn from + be inspired
from
gamifying data understanding
Conceptualisation – co-creation of ideas (better)
Open data project incubation (resident co-working models)
I get help from other participants / facilitator to move from
idea a more concrete solution.
Transforming, cleaning, preparing data
Data maintenance – for the data-set published on our own
platform
Through links to external sources (thematically clustered)
curate digital tool-box of useful apps (using OD and to use
OD)
facilitate citizen’s science / data crowdsourcing projects
share individual knowledge about “how to do with data”

Describe datasolvable
challenges:
Getting inspired:



Data owners and citizens get help from data-literate



Data literacy
activities










 Looking at great examples of data products
 Facilitate inter-piloting of apps through networks of ODLs
 Learning from the Data-concepts (on a next level)
Table 8 Detailed description of the activities supported by the ODL
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Annex B List of deliverable

Deliverable
(number)
D1.1
D1.2
D1.3
D1.4
D1.5
D1.6

Deliverable name
Domain and theme definition (Draft)
Domain and theme definition (Final)
Concept definition (First draft)
Concept definition (Midterm)
Concept definition (Final)
Workshop scoping and schedule

Delivery
date
M3
M14
M4
M15
M30
M4

D1.7
D2.1
D2.2
D2.3
D2.4
D2.5
D3.1
D3.2
D3.3
D3.4
D3.5
D4.1
D4.2
D4.3
D4.4
D4.5
D4.6
D4.7
D4.8
D4.9
D4.10
D5.1
D5.2
D5.3
D5.4
D5.5
D5.6
D5.7
D6.1
D6.2

Workshop scoping and schedule
Best practices Report
Literature review and field studies report
Design case studies report
Preliminary hackathon starter kit
Citizen Data Toolkit
hackathon Organisation handbook
Data mapping and integration (Draft)
Data mapping and integration (Final)
First hackathon Report
Final hackathon Report
Evaluation Framework
Data Collection and Interpretation
Open4Citizens Scenarios (draft)
Open4Citizens Scenarios (Final)
Data Management Plan (draft)
Data Management Plan (Midterm)
Data Management Plan (Final)
Open4Citizens Policy briefs
Open4Citizens Business models and sustainability plans (Draft)
Open4Citizens Business models and sustainability plans (Final)
Dissemination strategy
Dissemination strategy update
Project template and guidelines
Online Presence Report
Online Presence Update
Publications Report
Publication Report Update
Project Website
Project Handbook and quality assurance plan

M14
M6
M3
M24
M5
M30
M4
M15
M26
M14
M30
M6
M27
M17
M29
M6
M15
M30
M30
M18
M30
M6
M15
M3
M15
M30
M15
M30
M1
M3
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