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1. Introduction  

1.1 Purpose of the Guide 
The EDGE-Skills Guide has been created to provide practical, real-world insights into 
building and scaling data spaces. Based on lessons learned throughout the EDGE-Skills 
project, it is designed to help organisations navigate the strategic, collaborative, and 
technical aspects of data space implementation – from early planning to ecosystem-level 
adoption. 

The guide serves as a roadmap, offering a structured approach to understanding data 
spaces, designing use cases, integrating the necessary building blocks, and ultimately 
scale solutions through an ecosystem-driven approach. It provides actionable direction 
on what steps to take, in what order, and with which stakeholders, highlighting the key 
decisions and coordination mechanisms that make implementation successful. 

This guide is intended for a broad audience involved in data space creation and 
implementation, as well as collaboration including: 

● Data Space stakeholders seeking to understand structure, governance and 
interoperability approaches 

● Use Case Leaders aiming to translate real needs into scalable data-driven 
services 

● Project Leaders & Program Managers overseeing multi-partner coordination and 
delivery 

● Data, Service & Infrastructure Providers responsible for technical integration and 
value delivery 

Throughout the document, readers will gain insights into how to: 

● Define a clear vision and practical use cases for a data space 
● Design and adapt building blocks to ensure interoperability, governance, and user 

value 
● Establish viable and scalable business models 
● Understand the role of intermediaries in enabling secure and compliant data 

exchange 
● Move from pilot development to operational deployment across an ecosystem 
● Shape future-ready skills ecosystems powered by data 

 

Using real project experience as a foundation, this guide illustrates how data spaces 
become operational environments, rather than conceptual frameworks. It explains how 
real-world use cases drive technical development and business relevance, and how 
collaborative structures ensure long-term viability. 
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Readers are encouraged to use this guide as a reference for planning, alignment and 
decision-making. Whether you are at the beginning of your data space journey or 
preparing to scale, this guide offers a practical roadmap to help steer real-world 
implementation toward sustainable adoption. 

1.2 Prometheus-X and EDGE-Skills 

Prometheus-X is a non-profit association founded in October 2021 that unites an 
international community of public and private members to build and govern open digital 
commons and infrastructures for trusted data sharing. It enables individuals, 
organisations, and researchers to control, share, and use data responsibly and securely, 
driving innovation with high-quality data across sectors such as education, skills, 
tourism, media, and beyond.  
 
The initiative provides an open-source, decentralized stack for European data spaces 
that integrates trusted AI functionalities, secure data exchange, and personal data 
management, ensuring data sovereignty by design. Prometheus-X fosters interoperability 
with other leading stacks and is developed by a broad cross-sector community, making 
data spaces accessible and practical for institutions, businesses, and individuals 
throughout Europe. 

Prometheus-X addresses both technological and governance challenges by delivering 
interoperable architectures, robust governance frameworks, common trust and 
interoperability specifications, and enabling sustainable business models. By 
implementing these frameworks and open infrastructures, it supports responsible data 
sharing and reuse that strengthens European economic competitiveness and 
accelerates real-world adoption of trusted data spaces. 

The EDGE-Skills project (European Dataspace for Growth and Education-Skills) is a 
flagship programme funded by the European Union through the Digital Europe 
Programme coordinated by Prometheus-X, designed to operationalize the vision of a 
human-centric, interoperable data-space infrastructure across Europe focused on 
education and skills. It unites 36 public and private organisations from eight EU member 
states, spanning universities, training providers, EdTech firms, and data-ecosystem 
specialists.  
 
EDGE-Skills sets out with three strategic objectives. First, to develop and deploy high-
value data ecosystems that enable learners, educators, employers and institutions to 
share, analyse and utilise skills- and education-related data in meaningful ways. Second, 
to innovate cloud-to-edge services – modular, open-source technical components that 
span from edge devices to cloud infrastructure – enabling decentralised data sharing, 
consent management, secure data transformation and real-time analytics. Third, to 
ensure accessibility and inclusivity by making the data-space infrastructure available to 
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all stakeholders, including SMEs, public institutions, EdTech providers and learners, 
thereby avoiding exclusion or lock-in.  
 
In terms of impact, EDGE-Skills aims to reach and benefit over 5 million learners by the 
end of 2026. The use-cases within the project range from skills gap analytics and 
personalised learning pathways to AI-driven skills matching and distributed learning 
analytics. These demonstrate how data-spaces can deliver practical educational and 
workforce outcomes.  

2. Understanding Data Spaces  
Data Spaces are secure and collaborative environments that enable different 
stakeholders — including learners, educational institutions, employers, training 
providers and technology developers — to share and reuse skills-related data while 
maintaining full control over it. More than technical platforms, they are governed 
ecosystems designed to support societal and economic value creation. They enable the 
use of data for personalised learning, skills intelligence, workforce planning, innovation 
and AI-powered services, while ensuring that this happens transparently and 
responsibly. 

Data Spaces operate on three essential principles: Sovereignty ensures that individuals 
and organisations retain authority over their data — deciding who can access it, for what 
purposes and under which conditions — avoiding dependency on dominant platforms. 
Interoperability enables different systems to exchange and interpret data across borders 
and sectors, facilitated by open standards and shared data models. Trust is achieved 
through governance frameworks, secure data connectors, identity and consent 
management, traceability and compliance-by-design mechanisms. 

2.1 Why Data Spaces are critical for skills ecosystems and interoperability: 

No AI without data - No AI agent without data spaces 

Skills data is currently fragmented across education institutions, training systems, 
employers, digital platforms and private HR technologies. Data Spaces bridge these silos 
by enabling controlled, interoperable data exchange across learning, employment and 
lifelong development environments. This unlocks powerful applications: matching 
learning opportunities with labour market needs, supporting personalised upskilling and 
reskilling, and enabling portable lifelong learning records that follow individuals across 
their careers. 

Data spaces are critical to the development of future skills ecosystems because they 
provide the secure and interoperable infrastructure needed to connect the various actors 
involved in education, employment and lifelong learning. In the context of Prometheus-X 
and the EDGE-Skills project, they make it possible for training institutions, universities, 
employers, EdTech providers and learners themselves to exchange skills-related data in 
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a controlled environment. This enables transparency, supports mobility across borders 
and institutions, and helps align learning pathways with real labour market needs. 

Europe is currently undergoing major transformation driven by artificial intelligence, 
demographic change and digitalisation. AI will profoundly impact how we learn, work and 
design skills policies. However, there is no artificial intelligence without data. As AI 
requires high-quality, contextual and often private data to deliver meaningful results, 
Data Spaces form the foundation of trustworthy and effective AI. Much of the data needed 
to build relevant AI systems is held privately by organisations, yet access to this data is 
typically limited and managed on an ad hoc basis. Without secure access to real 
organisational and skills data, AI cannot deliver relevant support or insights at scale. This 
lack of systematic, trusted data sharing prevents innovation and inhibits the 
development of AI systems that reflect real learning needs, workforce trends and sector 
requirements. 

Data spaces address this challenge by offering infrastructure that ensures compliance 
with European values and regulations such as the Data Act, the AI Act and GDPR. Through 
identity verification, consent management and compliance-by-design approaches, data 
spaces allow private data to be used safely for AI training, data sharing and the 
development of personalised educational services. In addition to these capabilities, they 
support Compliance as Code where compliance rules are encoded in machine-readable, 
verifiable form and automatically enforced across the platform. This enables 
reproducible, transparent compliance checks and the generation of digital proofs that 
regulatory obligations have been met, strengthening trust and reducing manual 
governance overhead.   

From a policy perspective, data spaces are not a technical add-on but a strategic 
necessity. They ensure data sovereignty, promote interoperability and enable the uptake 
of AI solutions that align with European ethical and regulatory standards. By supporting 
the adoption of data spaces in skills development, policymakers can facilitate 
innovation, improve labour market resilience and accelerate the transition towards a 
human-centric AI-driven future. 

2.2 Lessons Learned: The Business Model Challenge 

A key lesson from the EDGE-Skills project is the difficulty of assessing the business value 
of a data space before it is fully established. In the early stages, stakeholders 
understandably ask about return on investment, revenue models and value capture. 
However, the benefits of data ecosystems are often indirect, ecosystem-driven and only 
visible once adoption and network effects begin to unfold. 

This challenge is comparable to earlier infrastructure revolutions, such as the expansion 
of railroads. Their full economic impact – new markets, industries and productivity gains 
– only became clear after large-scale deployment. Data spaces and AI function in a 

https://www.google.com/url?q=https://gaia-x.eu/gaia-x-compliance-as-code/&sa=D&source=docs&ust=1772182013220257&usg=AOvVaw0tGY1MxMbLtr8Tj2Fchbe9
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similar way: they are enabling infrastructures whose value materialises through use, 
integration and participation. 

The lesson learned is that business model development must be iterative. Rather than 
seeking fully defined monetisation structures from the outset, organisations should 
focus on enabling collaboration, validating use cases and building ecosystem trust. 
Sustainable value creation evolves alongside technical implementation and growing 
adoption. 

3. Designing and Developing the Building Blocks  

3.1 Purpose and Role of Building Blocks 

Dataspaces are designed as modular ecosystems that enable flexible, scalable, and 
trustworthy data sharing. To achieve this, they are built upon open-source Building Blocks 
(BBs) that can be deployed and operated by different stakeholders. 

Within the framework of the EDGE-Skills project, these Building Blocks were deployed by 
infrastructure partners who host and maintain them, making them available for the 
implementation of concrete use cases. This approach ensures that organizations can 
adopt and integrate dataspace components according to their specific needs while 
relying on a shared, interoperable foundation. 

Design Principles 

The Building Blocks were developed according to key design principles to ensure long-
term usability, interoperability, and trust: 

● Interoperable – Based on recognized standards to enable seamless interaction 
across systems and domains. 

● Modular – Designed as independent components that can be flexibly combined 
and reused. 

● Sovereign & Secure – Ensuring that data providers retain control over their data 
while maintaining high security standards. 

● Trustworthy – Supporting reliable, transparent, and verifiable data exchange. 

To support reuse and scalability, multiple established standards were considered during 
development (as detailed in the whitepaper). A common development lifecycle was 
followed, including defined stages for design validation and deployment validation to 
ensure robustness and reliability. 

Core and Additional Building Blocks 

A clear distinction is made between Core Building Blocks and other Building Blocks: 
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● Core Building Blocks are operated centrally by the data intermediary. They form 
the backbone of the dataspace and ensure its integrity, governance, and 
operational stability. 

● Other Building Blocks are organized into functional categories and can be 
combined into configurable service chains. These service chains enable 
trustworthy data sharing and support the creation of specific data products 
tailored to particular use cases. 

Together, the Core and additional Building Blocks create a flexible yet governed 
architecture. This structure balances central integrity with decentralized innovation, 
enabling scalable, secure, and sovereign data ecosystems. 

3.2 Development Process 

The development of the Building Blocks followed a structured and agile approach, 
covering requirements definition, specification, prototyping, testing, and 
documentation. A common template was used to capture requirements for each Building 
Block and its services, focusing on: 

● Business functionalities 
● Technical usage conditions 
● Structural specifications 
● Behavioral specifications 

All specifications were documented using a uniform set of models and diagrams. Each 
Building Block was first implemented as a working prototype with its key functionality 
and, where necessary, integrated with the PDC. It was then tested within a simple service 
chain to validate interoperability and integration. 

Following an agile process, design documents evolved through different stable states as 
use case requirements changed. Continuous testing provided feedback, mainly to 
ensure smooth integration and reliable operation within the overall dataspace 
architecture. 

3.3 Integration in Infrastructure Architecture and Adoption by Use Cases 

Integration and testing went beyond core functional validation to ensure that each use 
case could reliably use the infrastructure services in practice. Besides standard 
functional testing, use cases followed a multi-stage approach to define how they would 
adopt and combine Building Blocks for their specific needs: 

● Definition of usage scenarios: For each use case, teams identified which 
Building Blocks were required from the available categories (e.g., Core blocks like 
Connector / PDC, Consent & Contract, Catalog, Identity, as well as optional 
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blocks such as Distributed Data Visualization, Data Veracity Assurance, 
Trustworthy AI, EDGE Translator, and others). 

● Service chain design: Use cases designed service chains that combined these 
Building Blocks into coherent data flows, specifying how data should be collected, 
authorized, processed, visualized, and reused. 

● Incremental integration: Building Blocks were progressively integrated into each 
use case, starting with core services for secure and policy-based exchange, and 
extending to analytics, visualization, interoperability (e.g., translators), and quality 
assurance. 

● Multi-stage testing: The integration process included separate stages for: 
○ Component-level testing of individual Building Blocks, 
○ Service chain testing to validate interactions between blocks, 
○ End-to-end scenario testing under realistic conditions. 

● Feedback & refinement: Insights from integration and testing were fed back into 
development to resolve interoperability issues and improve documentation, 
ensuring stable adoption pathways from design to operational use. 

This approach ensured that Building Blocks were not only functionally correct in isolation, 
but also fit for purpose when combined in real use cases, facilitating smoother adoption 
and reliable operation in the dataspace environment. 

Mutualised integration: Connector as a Service and Master Product assembly 

The technical operating model rests on a clear division of labour across three layers. 

The building blocks are hosted and operated by the infrastructure partners who 
developed them, each remaining accountable for the availability and quality of its 
components. 

The connector layer is operated centrally by Visions as Connector as a Service: a single, 
consolidated entry point for all data exchange, natively integrating the building blocks 
developed within EDGE-Skills. Providers and use case partners do not deploy or maintain 
individual connectors. 

The integration of the whole into finished products is the responsibility of the Master 
Product Leaders. They define the service chains, parameter each project, and validate 
the interactions between building blocks, data offers and services, ensuring that every 
component is technically functioning and connected before the product reaches a 
partner. 

Use case partners sit at the end of this chain with a single focus: validating and testing 
the integrated product with real clients. Technical integration is concentrated where it 
can be industrialised, and partner capacity is dedicated to what only they can do, namely 
product adoption, user testing, and client engagement. 

https://prometheus-x.org/building-blocks/


12 

4. Designing Your Use Case  

4.1 The EDGE-Skills Approach: A Holistic Framework for Data-Driven Skills 

Innovation 

A core pillar of the EDGE-Skills project focuses on accelerating the creation, testing, and 
deployment of human-centric data ecosystems in the education and skills sector. By 
embracing a structured yet agile methodology across four phases—Initialization, Design, 
Testing, and Deployment – the project aims to demonstrate how data spaces can be 
leveraged to personalize learning, enable interoperability across services, and facilitate 
large-scale adoption of AI-supported skills development strategies. The strategy is 
underpinned by collaboration among multiple partner types, guided by strategic 
roadmapping, ethical foresight, and strong governance foundations. 

At its core, EDGE-Skills applies a data ecosystem approach, where different types of 
organizations (education providers, AI developers, infrastructure providers, employers, 
and technology enablers) collaborate to construct, test, and validate shared use cases. 
Each use case focuses on creating measurable value for learners, educators, and 
stakeholders by enabling the secure exchange and activation of data within a business 
and governance framework. 

Strategic Orientation of the Approach 

Unlike traditional technology-centric projects, EDGE-Skills adopts a use-case-driven 
methodology. Instead of developing technology and later identifying applications, the 
project begins by understanding real-world needs and challenges encountered by 
organizations and end users. These needs then inform technical design and 
infrastructure development. 

Use cases are grouped around two Master Products that consolidate the core 
functionalities they share: Skills Analytics and Matching, and Learning Analytics and 
Matching. Each Master Product is led by a Master Product Leader, who ensures that the 
services and data offers composing it are integrated into a coherent, scalable product, 
and who is accountable for its technical viability and its KPIs. Use case partners work as 
distributors of these products, adapting them to their own client contexts rather than 
building parallel implementations. 

This structure ensures that the project outcomes contribute not only to solving local 
challenges but also to shaping a broader marketplace-ready ecosystem which 
represents the long-term vision of EDGE-Skills. 

4.2 Collaborative Ecosystem and Role Distribution 

The approach relies on a deliberate concentration of technical responsibility and a broad 
distribution of market-facing effort. Analysis of the use case portfolio showed that most 
cases pursue the same core functionalities, such as skills matching and learning 
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analytics. Rather than having each use case build and integrate its own version, these 
functionalities are consolidated into two Master Products, each delivered as 
configurable service chains: 

● Skills Analytics and Matching (Master Product Leader: Headai): skills mapping, 
skills analytics, CV matching and training matching, fed by training offers, job 
offers and CVs from the data providers. 

● Learning Analytics and Matching (Master Product Leader: Inokufu): 
personalised learning services covering personal learning record storage, 
learning data factory, content generation, adaptive learning, recommendation 
and learning object tagging. 

The roles are distributed as follows: 

● Work Package Leader (WPL): oversees coordination, strategic consistency, and 
performance control across the lifecycle, ensuring alignment with budgets, 
timelines, and expected outcomes. 

● Master Product Leaders (MPLs): responsible for the end-to-end technical 
creation and delivery of the two Master Products. They define the service chains, 
manage provider interactions, agree a minimal viable product per use case with 
the infrastructure provider, and ensure the necessary data, service and 
infrastructure offers are connected through the data space. They set and follow 
the product KPIs. 

● Infrastructure Provider (Visions): operates Connector as a Service, the 
consolidated central point for technical integration and deployment across all 
services, natively integrating the project's building blocks. 

● Infrastructure Partners: host and operate the building blocks they developed, 
guaranteeing their availability as production components of the Master Products. 

● Data and AI Providers: contribute the data offers and AI services that the Master 
Products assemble, without having to deploy connectors or define product 
chains themselves. 

● Fast Track leads: the most advanced use case partners, benefiting from 
accelerated support to integrate the Master Products into their existing solutions 
and scale them to their current client base. 

● Market Validators: use case partners focused exclusively on go-to-market and 
testing, validating the Master Products in new market scenarios and acquiring 
clients and users, fully separated from technical implementation. Together with 
the Fast Track leads, they act as distributors of the Master Products, connecting 
their clients' data to the product and reporting on the centrally defined KPIs. 

This structure separates product integration from client validation. Technical delivery is 
concentrated in three organisations (the two MPLs and the infrastructure provider), which 
guarantees consistency, quality and scalability, while every other partner concentrates 
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on client engagement. One integrated product tested by many partners with their clients 
generates adoption faster than many use cases each carrying their own integration 
burden. 

One condition is decisive for this model to work: the involvement of the partners' own 
sales and marketing teams, not only their project teams. A Master Product distributed by 
a partner only gains traction if it is embedded in that partner's commercial strategy, 
positioned within their existing offer, and carried by the people who face clients daily. 
Project teams validate functionality; sales and marketing teams create adoption. 

 

4.3 Human-Centric Design and Ethical Technology Activation 

A unique element of the EDGE-Skills approach is the focus on human-centric data 
ecosystems. Instead of merely connecting systems, the project aims to design 
environments that improve learning journeys, support employability, and facilitate 
lifelong skills development. 

This requires strong attention to UX/UI design, ethics, privacy, and transparency. 
Throughout the project, workshops, focus groups, and stakeholder feedback sessions 
help ensure that decisions are not solely technical but reflect user reality and 
expectations. 

Moreover, the use cases are expected to converge toward ethical alignment, making sure 
that: 

▪ AI is explainable and transparent. 
▪ Data exchange respects GDPR-compliant practices and operates under strict 

consent management. 
▪ The ecosystem supports inclusivity by designing interfaces tailored to the needs 

of different groups (students, employees, HR professionals, educators). 

4.4 Phase-by-Phase Methodological Breakdown 

The EDGE-Skills approach follows a structured four-phase journey: Initialization, Design, 
Testing, and Deployment. That adds value at every stage. Each phase is intentionally 
crafted to move use cases from early conceptualization toward full ecosystem 
deployment, ensuring that solutions are ready for real-world adoption. This phased 
progression provides a risk-mitigated path from idea to market, enabling partners to align 
early during Initialization, design effectively, validate through real-world testing, and 
ultimately scale sustainably within the ecosystem. 

Phase 1: Initialization (Duration: app. 6 months) 

The objective is to build structural clarity and alignment around each use case. Use case 
partners and Master Product Leaders collaborate to define the purpose, scope, 
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participants, key performance indicators (KPIs), testing groups, and value outcomes. 
Strategic workshops help align the vision between use case leaders and stakeholders. 
During this phase, Data and AI Providers confirm their interest in participating and 
communicate proposed contributions. 

A crucial component of this phase is ecosystem mapping, where partners assess the 
nature of collaboration and outline interdependencies. Stakeholder roles and needs are 
recorded, ensuring that business implications, technical requirements, and governance 
expectations are clearly understood. 

The phase ends once the use case is validated and documented, with its functional 
requirements mapped onto one of the Master Products and its scalability intentions 
stated, ensuring a strong foundation ahead of system design. 

Phase 2: Design (Duration: app 12 months) 

Based on initial definitions, Phase 2 focuses on transforming conceptual foundations into 
detailed technical, business, and governance models. This stage includes: 

▪ Development of personas representing real end users. 
▪ Definition of user journeys and data flows. 

▪ Identification, by the Master Product Leader, of the building blocks, data offers 
and services required to compose the product for this usage. 

▪ Industrial planning for portal development, where applicable. 

Infrastructure partners prepare and operate the building blocks to ensure their 
operational availability. The infrastructure provider makes them accessible through 
Connector as a Service, removing the need for individual connector deployment. Master 
Product Leaders assemble these components into service chains, agree a minimal viable 
product per usage with the infrastructure provider, and coordinate portal design where 
applicable, with targeted UX benchmarks. Use case partners concentrate on the 
business dimension: partnership models, licensing, pricing and diffusion mechanisms. 

This phase fosters synergy with the technical pillar of the project (WP3), which supplies 
the building blocks for interconnectivity, data management, and AI service activation. 
Strategic collaboration ensures that technical development is always aligned with 
business objectives and end-user needs.  

Phase 3: Testing (Duration: 12 months) 

This phase marks the transition from theoretical design to practical validation. Testing 
occurs in iterative cycles, initially limited to small groups before scaling to broader 
audiences. Key focus areas include: 
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▪ Technical interoperability tests between data providers, AI services, and building 
blocks, conducted by the Master Product Leader with the infrastructure provider. 

▪ UX/UI testing based on real interactions with portals. 
▪ Interviews with stakeholders to validate business viability and validate 

monetization strategies. 
▪ Assessment of technical scalability for eventual deployment. 

Crucial checkpoints include validation of full data flows, correction of identified issues, 
usability testing, and feedback-driven refinement. Use case partners lead the 
orchestration of client testing and own the relationship with test users. Master Product 
Leaders resolve integration issues and adjust the product accordingly. Infrastructure 
partners ensure the reliability of technical tooling and address any system or architecture 
adjustments. 

By the end of Phase 3, use cases must demonstrate readiness for live rollout across 
defined target communities. Final testing reviews are conducted to ensure compliance 
and alignment with project standards.  

Phase 4: Deployment (Duration: app. 6 months) 

Once use cases are validated for scalability and operational maturity, they transition into 
deployment. The goal is not just implementation but strategic diffusion and adoption. 

Activities include: 

▪ Wider rollout across target stakeholder groups. 
▪ Long-term contractual planning to sustain deployment post-project. 
▪ Strategic communications and expansion planning, including outreach to new 

organizations. 
▪ Integration of use case services into multimodal environments (e.g., Prometheus-

X marketplace). 

During this phase, use case partners act as ambassadors for their solutions, ensuring 
wide reach and resilience, supported by their own sales and marketing teams. Master 
Product Leaders support business alignment and product evolution, while the 
infrastructure provider and infrastructure partners facilitate further onboarding and 
connect new service providers. 

This phase focuses on ecosystem expansion, ensuring the project transcends its pilot 
stage and enters real market readiness. The Prometheus-X marketplace will serve as the 
central launchpad, connecting data, AI models, and infrastructure services into a 
standardized access system for educational innovation.  
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4.5 Innovation Pathways and Long-Term Impact 

EDGE-Skills aspires to redefine how skills development is served using data innovation. 
By adopting a distributed approach, it promotes: 

▪ Data sovereignty, enabling organizations to operate autonomously without 
sacrificing interoperability. 

▪ High scalability, with architecture and governance that can accommodate 
growing technical demands. 

▪ Replicability, allowing use cases to inspire new solutions or be adapted to new 
contexts. 

▪ Business sustainability, ensuring models developed are viable without ongoing 
grant-based funding. 

▪ Cross-domain value creation, enabling HR, education, and digital job platforms 
to align educational outcomes with labor market needs. 

Additionally, through a shared governance model and application of the DSSC blueprint, 
the project fosters long-term harmonization of data-based service ecosystems. 
Interoperable building blocks, reusable architectures, and marketplace activations 
contribute to a European vision of secured, ethical digital education infrastructure. 

The EDGE-Skills approach stands as a robust, future-oriented model for collaborative 
digital transformation in the education and skills sector. It strikes an effective balance 
between innovation and structure, business value and human-centeredness, and 
immediate use case impact with long-term ecosystem sustainability. 

By uniting stakeholders around shared goals and integrating structured testing cycles, 
the approach ensures that each phase contributes meaningfully toward shaping 
powerful, scalable digital data ecosystems. Beyond supporting individual use cases, it 
positions the project as a European reference model in responsible data and AI 
innovation for lifelong skills development. 

4.6 EDGE-Skills Experiences 

The EDGE-Skills project produced several concrete use cases that illustrate what data-
space-enabled services can look like when they reach the hands of real users. 

Personalised Learning and Skills Intelligence (LAB Initiative) 

The LAB initiative, built on Prometheus-X infrastructure by Headai, Inokufu, Rejustify, 
Edunao, and Visions, addresses a challenge familiar to any learner navigating the modern 
training landscape: there is no shortage of options, but finding the right one is genuinely 
hard. The Personalised Learning Advisor identifies the skills a learner is missing, 
recommends training tailored to their goals, and connects them directly to relevant 
courses from a global catalog — all driven by real-time job market data. The service 
serves three distinct groups: learners receive personalised recommendations based on 
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future skill demand; teachers gain forecasting tools to adapt their curricula; and 
employers benefit from a workforce with verified, in-demand competencies. 

This use case demonstrated a key principle: when data from learning platforms, HR 
systems, and job market databases is connected through shared infrastructure, the 
resulting service is qualitatively different from anything a single provider could deliver 
alone. 

Open Education Reviews — Supporting Educators in Discovering Resources 

Finding the right learning material is often harder than designing the lesson itself. A poll 
conducted during a webinar introducing Open Education Reviews revealed that 
educators use everything from Google and YouTube to Coursera, library systems, and 
colleague recommendations — a fragmentation that lies at the heart of the problem. The 
Inokufu-led platform allows educators to write structured reviews of any learning 
resource, organise resources into playlists, and follow peers whose recommendations 
they trust. Rather than functioning as a repository, it acts as a curation and review layer 
that works on top of any resource from any platform. 

The platform is designed for trainers like Lucas — highly qualified and motivated, but who 
struggle to find reliable, adaptive resources, have little time to test new tools, and lack 
structured collaboration with peers. The community platform gives him access to a 
global network, reliable peer reviews, and insights from other trainers, so that he no 
longer works alone. What this use case demonstrated, above all, is that the value 
delivered to end users can be deeply human and relatively simple to articulate — even 
when the underlying data infrastructure is complex.  

Organisational Skills Gap Analytics 

To address the challenge of understanding which skills teams already possess and which 
they will need in the future, partners including Scheer IMC, MindMatcher, Headai, 
Schülerkarriere, and Rejustify developed a prototype for organisational-level skills gap 
analysis. The system combines the imc Learning Suite with AI-based services to provide 
companies with a decentralised way to analyse and forecast workforce skills. By 
integrating internal learning data with external labour-market information, it helps 
organisations assess their current talent pool and identify the critical skills they will need 
to build for the future. 

Different data providers and AI services are connected within a secure, trusted data 
space, supported by interoperable core building blocks. The Data Value Chain Tracker 
provides end-to-end traceability of skills data. The Contract Agent matches job positions 
with relevant providers within the Catalog while safeguarding compliance. Distributed 
Data Visualization delivers real-time dashboards highlighting frameworks, gaps, and 
recommendations. 

https://prometheus-x.org/success-story-lucas/
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This use case is a strong example of moving from infrastructure concept to a deliverable 
that organisations can immediately recognise as solving a problem they feel acutely. 

4.6.1 Lessons Learned: What Worked and What Did Not  

The EDGE-Skills project generated hard-won experience across planning, partnership, 
and commercialisation, and the reflections below capture what to replicate and what to 
avoid in future data space initiatives. 

Key Pitfalls to Avoid  

The following challenges were encountered repeatedly across the project and are worth 
anticipating explicitly rather than discovering mid-implementation.  

Underspecified roles and commitments among partners 

In a multi-partner project of EDGE-Skills' scale (36 organisations across eight member 
states) the temptation is to keep initial agreements broad and work out the details later. 
Experience showed this creates significant friction downstream. Technical 
dependencies are discovered only when integration work begins; service commitments 
turn out to mean different things to different partners; and timelines slip because one 
partner's deliverable is another's prerequisite. The lesson is to invest heavily in role 
definition upfront, including explicitly documenting who provides what, under which 
conditions, and by when. Governance clarity at the start is not bureaucracy. It is the 
foundation that everything else depends on. 

Timelines are harder to hold than they look 

Use case development consistently ran behind schedule. This is not unusual in EU-
funded innovation projects, but it deserves honest acknowledgement: when multiple 
organisations are working together, each relying on the outputs of others, delays 
compound. One late building block affects two use cases. One overloaded partner 
becomes a bottleneck across an entire usage scenario. Planning must account for 
interdependencies explicitly, build in realistic buffers, and establish clear escalation 
paths for when commitments slip. Holding the timeline requires active coordination, not 
just good intentions. 

Creativity can become a liability 

EDGE-Skills brought together highly motivated, knowledgeable partners with strong 
ideas. The result, particularly in the early phases, was an abundance of potential use 
cases. This energy is genuinely valuable but it comes with a risk. Resources, attention, 
and infrastructure capacity are finite. Pursuing too many use cases simultaneously 
dilutes focus, stretches technical integration, and makes it difficult to achieve the depth 
needed for any single use case to become truly deployment-ready. The discipline 



20 

required is to identify the strongest, most promising use cases early and commit to them, 
resisting the pull to accommodate every interesting idea. The structural answer is 
consolidation: identifying the shared core functionalities across use cases and 
concentrating them into a small number of master products, distributed by many 
partners, rather than letting each use case build its own variant. 

Staying in "funded project" mode instead of moving to market 

Perhaps the most consequential pitfall is the failure to make the transition from use case 
to solution. The consistent finding from EDGE-Skills commercialisation work is that 
potential clients do not buy data space infrastructure. They buy solutions to problems 
they already feel. Every client conversation should therefore begin with discovery: what 
are they currently doing, what frustrates them, and what does that cost? Only once that 
situation is genuinely understood can a product be positioned credibly. The risk for 
projects like EDGE-Skills is that teams become highly proficient at articulating what they 
have built, rather than translating it into terms that resonate with a buyer who has never 
heard of a data space. Making this shift, from describing infrastructure to solving felt 
problems, is essential if the work is to survive beyond the funding period. 

What Worked Well 

Not everything was a hard lesson : several elements of the EDGE-Skills approach proved 
genuinely effective and are worth carrying forward into future data space initiatives.  

A culture of open discussion 

One of the genuinely distinctive features of EDGE-Skills was the quality of conversation 
among partners. Regular workshops created space not just for progress reporting but for 
real exchange, challenging assumptions, bringing in new angles, and collectively refining 
approaches that no single partner would have reached alone. This culture of discussion 
did not happen by accident. It required facilitation, psychological safety, and a shared 
commitment to learning over defending positions. It produced better use cases, stronger 
governance models, and more robust technical choices than a more siloed approach 
would have allowed. 

Managing the transition from use case to market-ready solution 

Making the shift from an internally coherent use case to something a paying customer 
would buy is genuinely difficult, and it is where many innovation projects fall short. In 
EDGE-Skills, the product leads of Prometheus-X played a critical role in anchoring the 
project's commercial thinking. By maintaining a consistent focus on the buyer's 
perspective, starting from problems rather than from technology, they helped partners 
understand that their strongest asset was not the infrastructure itself, but the outcomes 
it made possible. This orientation shaped how use cases were communicated externally, 
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how partnerships with potential customers were structured, and what "ready for 
deployment" actually meant in practice. 

 

5. Building a Sustainable Business Model  

5.1 Approaches to value creation 

A data space does not generate value simply by existing. Value emerges when 
organisations actively share data, build services on top of it, and attract others into the 
ecosystem. Understanding where value originates is therefore a prerequisite for building 
a sustainable business model. 

Map your costs before you set your price 

One of the most common mistakes in data space commercialisation is underestimating 
the true cost structure. Costs operate on three layers. The first is your own production 
costs: development, hosting, data acquisition, sales, and overheads. The second is data 
space infrastructure costs such as connector services, identity and consent 
management, and catalog integration, which may be subsidised during the project period 
but will need to be accounted for once project funding ends. The third layer covers third-
party services such as applications, ontologies, APIs, and licensed datasets. A pricing 
model that ignores the second and third layers will not survive the transition from project 
to market. 

Quantify value before you quote a number 

Price sits between a cost floor and a value ceiling. To find the right position, you must first 
understand what your service is concretely worth to the client in their own terms: time 
saved, errors avoided, meetings eliminated, costs reduced. For examples a guidance tool 
that reduces three coaching meetings to two for a cohort of 100 students saves a 
measurable amount of labour cost. That figure is your reference point, not your 
development budget. 

As a practical rule, sustainable pricing in a data space context tends to sit at 10 to 30 
percent of the verifiable annual value delivered to the client, producing a client ROI of 
three to ten times. Anything above that ceiling will face resistance at procurement. 
Anything below it usually signals that the value proposition has not been clearly 
established. 

Choose a pricing model that fits your client's logic 

Data space products rarely fit a pure per-user or per-transaction model, particularly in 
the public education and employment sector. The model that has proven most workable 
in EDGE-Skills is a mixed approach: an initial setup fee covering configuration, scoping, 
and connector deployment, followed by a recurring subscription that reflects ongoing 
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value delivery. This structure covers the real cost of onboarding and creates a recurring 
revenue relationship that survives beyond the initial pilot. 

Three monetisation models are worth considering. Direct models charge for access to 
specific data products, analytics reports, or AI-powered matching services, and work 
best when the service delivers immediate and measurable value. Indirect models 
generate revenue through adjacent activities such as consulting, integration work, or 
training, and are often dominant in early-stage ecosystems where direct payment for data 
products is still unfamiliar to buyers. Ecosystem-driven models capture value through 
platform participation, marketplace listing fees, or revenue sharing, and become 
increasingly viable as adoption grows. 

Build your value proposition on a realistic partner model 

Many data space products depend on contributions from multiple organisations: a 
training catalog from one partner, connector infrastructure from another, assessment 
data or AI services from a third. This collaborative structure is one of the ecosystem's 
strengths, but it also introduces a layer of commercial and operational complexity that is 
easy to underestimate during planning. 

When your value proposition relies on partner contributions, your product is only as 
reliable as the weakest link in that chain. Timelines slip, integrations are delayed, and 
organisational priorities diverge. This is not a reason to avoid collaboration, it is the nature 
of ecosystem building. But it does mean that partner roles, technical dependencies, and 
service commitments need to be defined explicitly before you make promises to clients. 
A product that works in isolation but fails to deliver because a partner integration is not 
ready is still a failed product in the eyes of the client. Factoring partner risk into your 
business model,  through clear agreements, fallback options, and realistic timelines, is 
as important as getting the pricing right. 

Open source: the engine of adoption and the guarantee of governance 

The open-source provision of the building blocks is a deliberate strategic choice with two 
distinct effects. 

The first is diffusion. Any organisation can adopt and integrate the components freely: no 
certification, no licence fee, no permission required. This lowers the barrier to entry for 
the entire ecosystem, accelerates reuse, and prevents the lock-in that has undermined 
previous attempts at sector-wide infrastructure. In practice, most organisations 
consume the building blocks as managed services, such as Connector as a Service, 
provided by infrastructure partners. The commercial opportunity lies not in the code itself 
but in its reliable, governed, and supported delivery: the open-source foundation drives 
adoption, the service layer sustains operations. The two are complementary rather than 
competing. 
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The second effect is governance credibility. A closed implementation, however well 
engineered, exposes every adopter to the continuing alignment of the operator's 
commercial interests with the ecosystem's interest. The open commons model removes 
that dependency: the implementation is published under an open licence, its evolution 
is governed collectively by the contributing community, and any actor who disagrees with 
the direction retains the right to fork. For institutional adopters evaluating whether to 
commit to a data space, this is not a technical detail. It is the structural answer to the 
question of what happens if the operator changes its terms, and it directly accelerates 
adoption decisions and shortens procurement discussions. 

Commercial traction as the condition for partner engagement 

Open source and sound governance make participation possible; they do not make it 
happen. What actually engages partners over time is commercial traction on the use 
cases and products built on the infrastructure. Partners contribute to a shared 
ecosystem when there are users, clients and revenue on the other side of the 
contribution: more adopters of the products mean more value in contributing data, 
components or governance effort, and each contribution in turn lowers the barrier for the 
next adopter. The network effect and the open commons reinforce each other in a loop, 
but the loop is started by market results, not by infrastructure. This is why the go-to-
market discipline described in this chapter is not a downstream concern: it is the 
precondition for sustaining the collaborative model itself. 

5.2 Going to market: what works in practice 

Start with a precise client definition 

A commercialisation plan that targets all organisations with learning and development 
needs will produce nothing. An effective go-to-market starts with a specific ideal client 
profile: the type of organisation, the sector, the role of the person who decides, and the 
triggering event that makes this a priority right now. A triggering event might be a 
curriculum review, a new employability mandate, a failed internal tool, or a policy change 
that creates urgency. Organisations that disqualify themselves are as important to 
identify as those that qualify. 

Lead with the problem, not the product 

The most consistent finding from EDGE-Skills commercialisation work is that clients do 
not buy data space infrastructure. They buy solutions to problems they already feel. The 
opening of every client conversation should therefore be a discovery, not a pitch. What 
are they currently doing? What frustrates them? What does that cost? Only once you 
understand their specific situation can you position your product credibly. The data 
space argument is your most powerful differentiator, but it lands only after the client has 
confirmed that the underlying problem is real. 

Scope your first engagement carefully 
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Large, open-ended pilots are difficult to fund, difficult to govern, and difficult to convert 
into recurring revenue. The approach that has shown the best results in EDGE-Skills is a 
structured two-phase entry. The first phase is a scoped design session where both parties 
define the use case, agree on the data perimeter, and configure the service for the client's 
specific context. The second phase is a bounded proof of concept with a defined 
deliverable and a measurable outcome. This structure keeps the engagement within 
procurement thresholds, produces a concrete result quickly, and creates a natural 
decision point for broader adoption. 

Use events and partnerships as your primary channel 

Cold outreach in the education and public sector is slow and produces low response 
rates. Sector events, conference presentations, and established partner networks are far 
more efficient routes to qualified conversations. Partnerships with organisations that 
already have trusted relationships with your target clients, such as consultancies, 
associations, and platform providers, can dramatically reduce the cost of acquisition. 

Engage the partners' sales and marketing teams, not just their project teams 

In a multi-partner ecosystem, the product is sold by the partners, through their channels, 
to their clients. A recurring failure mode is that the product remains the property of each 
partner's project team, while the sales and marketing teams who own the client 
relationships never truly adopt it. The consequence is predictable: strong demos, weak 
pipeline. 

The corrective is to treat internal adoption within each partner as a go-to-market 
workstream in its own right. This means involving the partners' sales and marketing teams 
early enough that the product is integrated into their commercial strategy rather than 
added next to it: positioning it within their existing offer and pricing structure, equipping 
their salespeople with discovery questions and objection handling in their own 
vocabulary, and inserting the product into their planned communication actions 
(campaigns, events, newsletters, account plans) rather than creating parallel project 
communications. A partner whose sales team has quota-relevant reasons to sell the 
product will generate more adoption than any amount of project-level dissemination. 

5.3 The data space argument: your strongest differentiator 

Your product is not a standalone application. It sits on a shared data infrastructure that 
connects universities, employers, and training providers across Europe. This is 
something no isolated competitor can replicate in the short term. It is also the argument 
that is most often introduced too early, too technically, or not at all. 

The network value argument should come after the client has confirmed that your base 
product addresses a real problem. Introducing it too early adds complexity before trust 
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is established. The right moment is when the client has said, in some form, that this is 
relevant to them. 

Three arguments are worth mastering. Sectoral benchmarking means that connected 
data tells you not just where you are, but what good looks like in your industry. A single 
organisation's skills data tells one story. The same data benchmarked against peers tells 
a strategy. Profile portability means that skills validated in one context do not need to be 
re-validated from scratch in every new context. When a learner moves from education to 
employment, their validated profile travels with them, reducing onboarding costs and 
eliminating duplicated assessment effort. Cross-actor matching means that the 
matching engine can connect job requirements with training programmes from 
education partners and candidate profiles from entirely different organisations, which is 
only possible because of the shared infrastructure. 

The most common objection is that organisations do not want to share their data with 
competitors. The answer is factual: the data space is designed so that you share 
aggregated, anonymised insights, not raw records. You retain full control over what is 
contributed and for what purpose. The governance framework is part of the contract. 
Offering to send the relevant section for review by the client's data protection team 
signals maturity and removes the objection from the conversation. 

5.4 Governance & Trust: The Foundation of Long-Term Sustainability 

Governance is not a compliance exercise. It is the mechanism through which trust is 
established, maintained, and scaled across an ecosystem of organisations that do not 
always know each other, do not always share the same interests, and operate under 
different legal and institutional constraints. Without governance, a data space is a 
technical architecture. With it, the same architecture becomes a credible operating 
environment for sensitive data exchange. 

For decision-makers, the strategic implication is direct: the strength of your governance 
model is part of your value proposition. Organisations considering whether to join or 
purchase from a data space ecosystem are not only evaluating the product. They are 
evaluating whether the rules of participation are clear, whether their data sovereignty will 
be respected, and whether the infrastructure has been designed to protect their interests 
as well as those of other participants. Governance that is vague, informal, or left as a 
future consideration will slow adoption far more reliably than any technical shortcoming. 

Why governance models determine business sustainability 

In a single-vendor product, trust is concentrated. The client trusts the vendor, and the 
vendor bears full accountability. In a data space, trust is distributed across multiple 
actors, each contributing data, services, or infrastructure. This creates a governance 
challenge that has no direct equivalent in conventional software markets. If one 
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participant behaves in ways that others did not anticipate or consent to, the reputational 
damage falls on the entire ecosystem, not just the offending party. Sustainable business 
models in this environment therefore require governance structures that define, in 
advance, what is permissible, what is not, and what happens when things go wrong. 

The Prometheus-X approach treats governance as a design constraint rather than an 
afterthought. Agreements between participants are formalised through automated 
contract mechanisms that encode data usage rules in machine-readable form. Consent 
is managed explicitly and traceably, so that every data exchange can be audited. 
Compliance rules are embedded in the infrastructure itself, producing digital proofs that 
regulatory obligations have been met rather than relying on self-reporting. This approach, 
often described as Compliance as Code, reduces the manual overhead of governance 
while simultaneously increasing its reliability and verifiability. 

Trust as a commercial asset 

From a market perspective, this matters in concrete ways. Public sector organisations, 
universities, and large employers operate under procurement requirements that demand 
documented evidence of GDPR compliance, data security, and accountability. A data 
space product that can demonstrate governance by design, rather than governance by 
assertion, shortens procurement cycles, reduces the burden on legal and IT teams, and 
removes objections that would otherwise stall a deal. 

Trust, once established at the infrastructure level, also compounds. An organisation that 
has successfully completed one data exchange within the ecosystem has demonstrated 
to itself that the governance model works. The cost of the second exchange is lower. The 
case for broader participation is easier to make internally. This is how network effects in 
data spaces are not purely technical. They are also relational and institutional, and 
governance is the mechanism through which they accumulate. 

Practical governance priorities for data space participants 

Regardless of whether an organisation is joining an existing data space or building a new 
one, three governance priorities consistently prove their importance. The first is clarity of 
roles: who is the data intermediary, who are the data providers, who are the service 
consumers, and what accountability does each carry. Ambiguity here is a source of 
disputes and a brake on adoption. The second is explicit consent and contract 
management: data should not flow on the basis of informal agreement or assumed 
permission. Formalised, auditable consent mechanisms protect all parties and are 
increasingly expected by regulators. The third is exit and continuity planning: what 
happens if a key participant leaves the ecosystem, if a building block provider changes 
its terms, or if the project funding that currently subsidises infrastructure costs is 
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withdrawn. Organisations that have not planned for these scenarios will find themselves 
exposed at precisely the moment when the ecosystem needs stability most. 

Governance is, in the end, what allows a data space to outlast the project that created it. 
Technical components can be replaced or upgraded. Standards evolve. Partners come 
and go. What endures, if it has been built with sufficient care, is the trust infrastructure 
that makes continued participation worthwhile for everyone involved. 

Lessons Learned: realistic scaling strategies  

A central lesson from EDGE-Skills is that successful scaling does not start with explaining 
the complexity of data spaces. End users and customers are not interested in the 
technical architecture, interoperability layers or governance frameworks. What they want 
are reliable services that solve concrete problems and reassurance that their data is 
handled securely and in full compliance with EU regulations. 

As with the railroad revolution, passengers did not need to understand locomotive 
engineering or the challenges of building tracks through mountains. They cared about 
reaching their destination faster and more safely. Similarly, organisations adopting data-
driven services want clear value: improved matching, better insights, efficient processes 
— delivered in a trustworthy environment. 

For scaling strategies, this means offering packaged data products. The connection to 
the data space, interoperability mechanisms and integration of additional services are 
embedded by design and documented at technical level, but not positioned as the core 
marketing message. Complexity is managed in the background, while value, usability and 
compliance remain at the forefront. 

Several further principles follow from this experience. 

Start with a solved problem. The strongest entry point is a use case in which a motivated 
buyer already exists or a policy mandate creates urgency. Demand that is already present 
is easier to serve than demand that needs to be created. 

Build proof before you scale. A small, well-documented pilot with measurable outcomes 
is worth more than a broad deployment with ambiguous results. Clients who validated 
the approach in a structured test are more likely to expand, more likely to refer others, 
and more likely to become credible references for the next prospect. 

Do not wait for the perfect product. Early clients expect imperfection. What they cannot 
tolerate is a product that does not solve the problem it was sold to solve. Early 
engagement produces the feedback that makes the product better faster than internal 
development alone. 
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Building on a shared ecosystem is slower than it looks on paper. When your product 
depends on data or services from several partners, you are not just managing your own 
delivery, you are managing a chain of dependencies that each carry their own timelines, 
priorities, and risks. In EDGE-Skills, this was one of the most consistent sources of delay: 
not because partners were unwilling, but because integrating across organisational 
boundaries takes more time and coordination than any single party can control. The 
lesson is not to avoid collaboration, collaboration is what makes the ecosystem valuable, 
but to build that complexity honestly into your timelines, your client commitments, and 
your pricing. Promising a client a working product by a date that depends on three other 
organisations delivering on time is a commercial risk, not just a project management 
problem.  

Plan for sustainability from the start. The conversation about revenue model, 
governance, and post-project continuity should begin in the very beginning. Clients who 
have been involved in scoping and design are far more likely to convert into paying 
relationships once project subsidies end. 

Grow through ecosystem logic rather than sales logic. Each new actor who joins the data 
space increases the value of the ecosystem for everyone already in it. Scaling strategy 
should therefore focus on lowering the cost of joining and making the benefits of 
participation visible, rather than pursuing individual sales cycles in isolation. 

5.5 Working the network effect: data commons 

A data space becomes more valuable with every participant, but that value does not 
materialise on its own. The mechanism that converts participation into compounding 
value is the data commons: a governed, pooled resource to which participants contribute 
data they already hold, and from which a shared intelligence layer produces insights no 
single actor could generate alone. 

The model works as follows in the skills domain. Contributors, such as employers, 
universities and training providers, share anonymised data (skills profiles, course 
catalogues, job postings) through the data space, under contract and consent managed 
by the certified intermediary. An aggregation layer pools this with public data and maps it 
to shared frameworks such as ESCO. AI providers connect to the commons and deliver 
enriched services (benchmarking, skills gap analysis, emerging skills detection) that 
combine each client's own data with the pooled intelligence. The result is qualitatively 
different from what any single provider could deliver: a platform can compare itself 
against the network, not just against itself. 

The economic mechanic solves the cold-start problem that defeats most data-sharing 
initiatives. Contributors receive a discount on the data commons fee line of the services 
they consume: sharing data back reduces what they pay for the pooled data used to 
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enrich their analysis, never the service fee itself. This creates an immediate, individual 
return that does not depend on network scale. As the network grows, the value 
compounds: more contributors means more reliable benchmarks for everyone, and the 
pool each participant helped build comes back as input to their own decisions. At 
maturity, the model evolves from flat discounts toward value-based shares, where 
contributors hold a stake proportional to the measured value of their data, taken either 
as access credit or as a payout. 

Two guarantees make the model acceptable to contributors. Individual data is never 
accessible to a third party and never reused beyond the collective analysis. And the 
commons is governed collectively within the data space framework: no single entity may 
simultaneously define the standards, operate the intermediation and self-certify, 
ensuring the commons remains a commons rather than an asset captured by one 
operator. 

The same logic extends beyond workforce skills to learning data: aggregated learning 
traces for effectiveness benchmarking, portable learner profiles, and federated content 
discovery follow the identical contribute-and-benefit pattern. For any data space 
initiative, the recommendation is to design the commons and its incentive mechanics 
early: it is the most concrete instrument for turning network effect logic into a revenue-
relevant reality. 

 

6. Project Outcomes and Key Actions  

6.1 Collaborative Learnings 

Some of the most valuable outcomes of EDGE-Skills emerged not from formal 
deliverables, but from the quality of exchange between partners. Across consortium 
meetings, structured workshop sessions, and ongoing bilateral discussions, the project 
built a genuine learning community – one where legal experts, technical architects, 
business developers, and domain specialists from eight EU member states worked 
through shared challenges together. 

A significant milestone in this collaborative process was the mid-term restructuring of 
several use cases. As real-world testing and partner exchange revealed what was truly 
feasible and useful, the consortium collectively adapted: sharpening scope, redirecting 
effort, and moving toward configurations that were more solution-oriented and 
deployment-ready. This willingness to restructure mid-course – rather than holding to 
original designs in the face of new evidence – was one of the project's defining strengths. 

Across the three core dimensions, consistent insights emerged. Legally, governance and 
compliance questions required integrated discussion from the start, as consent models 
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and data ownership decisions directly shaped both technical architecture and business 
design. Technically, interoperability between systems proved more complex than 
anticipated – not due to inadequate components, but because integrating across 
organisational boundaries demands sustained coordination beyond the code itself. On 
the business side, partners learned that effective value propositions must speak the 
specific language of each target audience, translating data space capabilities into 
concrete, tangible benefits for universities, employers, and training providers alike. 

These learnings represent one of the lasting assets of EDGE-Skills: not just the 
infrastructure built, but the collective knowledge formed in the process. 

6.2 Impact on Prometheus-X Vision 

EDGE-Skills is not merely a project running parallel to Prometheus-X – it is one of its most 
concrete and consequential expressions. Through its work, EDGE-Skills has actively 
shaped the Prometheus-X vision of an open, interoperable, and sovereign European data 
infrastructure, both technically and in terms of ecosystem governance. 

Laying the Foundation: Building Blocks as Shared Infrastructure 

A central contribution of EDGE-Skills to the Prometheus-X ecosystem lies in the 
development and refinement of its Building Blocks. The technical work carried out within 
EDGE-Skills did not remain siloed within the project. Instead, these components have fed 
directly into the shared open-source infrastructure of Prometheus-X, reducing the cost 
of entry for future data spaces and accelerating deployment timelines across sectors. 

From Pilot to Commons: Operationalising the Data Space Vision 

Prometheus-X was founded on the principle that what one data space builds for its own 
sector becomes infrastructure available to every other sector. EDGE-Skills put this 
principle into practice at scale. Across 36 partner organisations from eight EU member 
states, it demonstrated that interoperable data ecosystems in education and skills can 
be operationalised, not just theorised. Use cases spanning skills gap analytics, 
personalised learning pathways, AI-driven matching, and portable credentials have 
shown what sovereign, human-centric data sharing looks like in practice. 

This operational experience has strengthened the Prometheus-X commons in two ways. 
First, it validated governance and business model approaches that were previously 
conceptual, showing how trust frameworks, consent mechanisms, and service chains 
function under real conditions. Second, it expanded the Prometheus-X community's 
understanding of sector-specific requirements, enabling the broader ecosystem to 
design components that genuinely serve education, employment, and lifelong learning 
contexts. 

A Reference Model for Responsible AI in Education 
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Perhaps most significantly, EDGE-Skills has reinforced the Prometheus-X argument that 
trusted AI cannot exist without data spaces. By building AI-enabled services for skills 
matching, learning analytics, and workforce intelligence within a governed data 
infrastructure, the project has shown that high-quality, contextual AI is achievable 
without sacrificing sovereignty, consent, or compliance. This positions Prometheus-X as 
a European reference model for responsible AI in education and skills development. 

The legacy of EDGE-Skills within the Prometheus-X ecosystem is therefore both technical 
and strategic: a set of validated, reusable components; a proven governance approach; 
a community of practice spanning Europe; and a compelling demonstration that the 
vision of an open, trusted, interoperable data infrastructure is not aspirational – it is 
operational. 

7. Data Space in Action: The role of Data intermediary (The 
VisionsTrust solution)  

7.1 The intermediary function 

Catalogues need to be maintained, contracts and consent need to be negotiated and 
recorded, identities need to be verified, and exchanges need to be traceable. Trust needs 
to be institutionalised rather than renegotiated bilaterally every time a new connection is 
made. 

This is the function of the data intermediary. It does not own the data and does not dictate 
the use cases. What it provides is the neutral, governed environment in which data 
providers, service providers and data consumers can find each other, agree on terms, 
and exchange data with confidence that the rules will be enforced consistently. Without 
this layer, every bilateral relationship requires its own legal agreements, its own technical 
integration and its own compliance process, and the cost of the ecosystem grows with 
the square of the number of participants. The intermediary collapses that overhead into 
shared infrastructure from which every participant benefits. 

These functions have to exist for a data space to operate. What is open is who performs 
them, and the answer is not necessarily a third party. A participant with the technical 
capacity to do so can perform them for itself. The intermediary exists because most 
participants would rather not. 

7.2 Intermediation is a service, not a gateway 

The building blocks that make up a data space are open source and freely available. Any 
organisation can deploy the connector, catalogue, contract and consent components on 
its own infrastructure and connect directly to the data space, provided it conforms to the 
shared standards. Nothing in the architecture obliges a participant to route its exchanges 
through a third party, and this is deliberate: a data space in which participation requires 
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the permission or the services of a designated operator is not a data space, it is a 
platform. 

Self-deployment is a legitimate and fully supported path. It suits organisations that 
already operate significant data infrastructure, that face sovereignty or regulatory 
constraints requiring exchanges to remain within their own perimeter, or that intend to 
offer intermediation to others in turn. What it requires is real: deploying and hosting the 
components, keeping them aligned with the evolution of the standards, maintaining 
identity and consent mechanisms, ensuring auditability, and holding the operational 
responsibility for availability and security. This is infrastructure work, and it is continuous. 

Most organisations do not want to carry that. Their reason for joining a data space is a 
product, a client or a use case, not the operation of trust infrastructure. For them, the 
intermediary provides exactly the same conformance and the same guarantees as a self-
deployment, as a managed service: onboarding in days rather than months, no 
components to host, no standards to track, and compliance evidence produced by the 
intermediary rather than assembled internally. This is where Connector as a Service sits, 
and it is the path the large majority of EDGE-Skills participants took. 

The two paths are not competing models but points on a continuum, and they coexist 
within the same data space. A participant that self-deploys and a participant served by 
an intermediary appear identically to each other, because conformance is defined 
against the standards, not against an operator. A participant can also move between 
paths: starting with a managed service to reach production quickly, then internalising the 
components once volume or policy justifies it, without renegotiating its contracts or 
rebuilding its integration. 

The consequence for governance is direct. Because intermediation can be bypassed 
entirely, no intermediary can extract a position from being unavoidable. Its position rests 
on being the more convenient option, which is a market relationship rather than a 
structural dependency. This, more than any contractual guarantee, is what keeps the role 
honest. 

7.3 A plurality of intermediaries, not a single operator 

Beyond the option of self-deployment, the intermediary role itself is open. It is a function 
defined by the data space, not a position held by a designated entity. A data space that 
depends on one irreplaceable operator has simply relocated the lock-in problem it was 
designed to solve, and it exposes every participant to that operator's commercial 
decisions. 

The model therefore separates the definition of the rules from their operation. The data 
space governance authority defines the standards, the contract and consent formats, 
and the conformance scheme. Certified intermediaries operate the exchanges under 
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those standards. No entity may simultaneously define the standards, provide the 
intermediation, and certify itself. Several intermediaries can be certified and operate in 
parallel within the same data space, each serving different participants, sectors or 
jurisdictions, and participants remain free to change intermediary without renegotiating 
their contracts or rebuilding their integration. Beyond VisionsTrust, organisations such as 
deltaDAO, Athumi and Startin'Blox operate or are developing intermediary capabilities 
within the broader European ecosystem. 

Two conditions make this plurality real rather than declarative. The first is that the 
governance artefacts, contract templates, consent formats and policy expressions are 
shared and open, so that an exchange contracted through one intermediary remains valid 
and interpretable through another. The second is interoperability at the technical level, 
through catalogue federation and contract interoperability, so that participants 
connected to different intermediaries can still transact with one another. This is the 
practical purpose of the interoperability work described in Chapter 8. 

Within EDGE-Skills, one certified intermediary was deployed. This is a deliberate scoping 
decision rather than an architectural one: for a project whose purpose is to test use cases 
with real users, a single operational intermediary removes a variable and accelerates 
deployment. The architecture supports self-deployment and several intermediaries in 
parallel; the project ran with one, serving participants who chose not to operate the 
components themselves. 

7.3 VisionsTrust: the intermediary deployed in EDGE-Skills 

VisionsTrust is an open-source platform enabling secure, GDPR- and DGA-compliant 
data sharing, and it is the certified intermediary through which EDGE-Skills exchanges are 
operated. 

A catalogue and marketplace allows organisations to onboard, discover data and AI 
services, and orchestrate multi-party collaborations. Consent and identity management 
relies on machine-readable contracts and W3C-compliant decentralised identifiers to 
grant, verify and revoke consent dynamically. Exchanges are governed by fine-grained 
usage policies expressed in ODRL and by electronic signatures, with full audit 
traceability. Service chain functionality enables the orchestration of multi-party, multi-
step workflows within a single interoperable data flow, which is what the more complex 
EDGE-Skills use cases require. 

Within the project, VisionsTrust also operates the connector layer as Connector as a 
Service, giving every participant a single integration path rather than a bespoke one. 
Because the platform is open source and the governance artefacts it implements are 
shared, its role is reproducible: another certified operator implementing the same 
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standards can offer the same function to participants who prefer a different provider, a 
different jurisdiction or a different commercial arrangement. 

7.4 What this means for use cases 

For EDGE-Skills, the practical effect is that use cases are listed, discoverable and 
accessible through the marketplace, and that when a use case reaches deployment, this 
is where it enters the market. Because the marketplace operates on shared, open 
governance rather than as the property of a single partner, solutions developed within the 
project can outlast it, remaining commercially available within an ecosystem that 
continues to grow, and remaining portable if the ecosystem's intermediary landscape 
evolves. 

For data and service providers, the intermediary removes the need to build discovery and 
contracting infrastructure from scratch. Listing a service makes it findable by all 
ecosystem participants, with consent and contract mechanisms already in place. 

For use case partners, it provides a governed environment in which to deploy solutions 
without establishing trust infrastructure themselves. Compliance, identity verification 
and audit trails are handled at the intermediary level, which is what allows these partners 
to concentrate on client validation. 

For decision-makers evaluating participation, the existence of a certified, GDPR-
compliant, European intermediary addresses institutional objections directly, and the 
fact that the role is open to several certified operators addresses the dependency 
objection that follows immediately after. The governance model is open source, 
auditable and operational. The remaining question is whether the use cases available 
through the marketplace address problems the organisation already feels. 

7.5 Choosing and governing intermediation in your own data space 

For organisations designing a data space rather than joining one, three decisions follow 
from this model. 

Define the standards before selecting an operator. The contract templates, consent 
formats and conformance requirements belong to the governance authority, not to the 
intermediary. An intermediary selected before the standards exist will produce standards 
shaped around its own implementation. 

Certify rather than appoint. A conformance scheme that any operator can meet keeps the 
role contestable, which is the only durable protection against capture. It also allows the 
data space to accommodate participants whose regulatory or sovereignty constraints 
require a specific national or sectoral operator. 
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Start with one, design for several. Deploying a single intermediary first is the fastest route 
to operational use cases, and it is what EDGE-Skills did. What matters is that nothing in 
the contracts, the data models or the technical integration assumes there will only ever 
be one. 

Keep the exit path real. The strongest guarantee you can offer participants is that they can 
leave the intermediary without leaving the data space. That guarantee is only credible if 
the components are genuinely deployable by a participant, if the documentation 
supports it, and if at least the technically capable participants have actually exercised 
the option. An exit path that has never been used is a claim, not a guarantee. 

8. Future Vision: Data-Driven Skills Ecosystems  

The future of skills ecosystems is data-driven, interoperable and AI-enabled. No AI 
without data and no trusted AI agents without data spaces. As AI becomes embedded in 
education and workforce systems, its effectiveness depends on secure, high-quality and 
contextual data. 

AI agents will increasingly interact with sensitive organisational and personal data. This 
creates enormous potential, but also risks if access is uncontrolled. Rather than adopting 
"wild west" models of unrestricted data scraping, data spaces provide a European 
framework that defines who can access what data, under which conditions and for which 
purpose. They enable AI innovation within clear governance, consent and compliance 
boundaries. 

Market developments confirm this shift. Although over 80% of enterprises use Learning 
Management Systems, many are dissatisfied and demand greater personalisation, 
analytics and interoperability. The market is moving from static course catalogues toward 
skills-based frameworks and adaptive learning paths. AI-driven EdTech — particularly in 
learning analytics and adaptive technologies — is growing rapidly and is expected to 
become a major economic segment in the coming decade. 

At the same time, learners gain greater control over their own skills data. Verifiable, 
portable credentials enable seamless transitions between institutions and employers, 
supporting personalised lifelong learning. A data space-based approach also reduces 
vendor lock-in and strengthens European data sovereignty. 

The vision is a federated and sovereign skills ecosystem in which AI agents operate within 
trusted data spaces, learners control their credentials, and innovation scales without 
compromising security, compliance or European values. 

8.1 EDGE-Skills Roadmap 
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The EDGE-Skills project drives the development of data-driven ecosystems in education 
and skills by following a structured lifecycle that culminates in market readiness and 
large-scale adoption. The go-to-market strategy and scalability pathway are carefully 
embedded within Phase 3 (Testing) and Phase 4 (Deployment), with long-term 
sustainability anchored through the Prometheus-X and VisionsTrust marketplace. This 
marketplace functions as the central business enablement platform, designed to 
support service diffusion, commercialisation, replication, and continuous growth after 
the project ends. 

The go-to-market strategy starts during the Testing phase, where use case leaders 
conduct structured interviews, focus groups, and user testing sessions to validate the 
relevance, usability, and business potential of their solutions. These early interactions 
are used to confirm the value proposition, identify buying motivations, test pricing logic, 
and capture user adoption insights. Feedback from these sessions shapes the go-to-
market brief, which outlines target audiences, deployment pathways, sales channels, 
and sustainability requirements. Simultaneously, technical testing confirms 
functionality and integration capabilities, ensuring that data exchange, platform flows, 
and AI service interconnections operate reliably in real-use scenarios. 

A distinctive element of the strategy is its human-centred and collaborative nature: 
testing is conducted with real users from organisations such as schools, employers, and 
training institutions, allowing the project to design solutions that directly address end-
user challenges. These interactions continue through multiple iterations, with 
improvements applied to technical flows, user experience, and business logic. 

Business model structuring begins in Phase 2 and is refined during Phase 3 based on 
market validation. Partners jointly define the economic model governing data space 
participation, service usage, and roles such as service providers, platform operators, and 
use case managers. This ensures ecosystem sustainability beyond grant funding. During 
Phase 4, organisations transition from project-based collaboration to contractual 
relationships, defining long-term agreements with data, AI, and infrastructure providers. 
These contracts use the VisionsTrust platform, which supports the automated 
negotiation and management of pricing, policies, licensing models, and digital service 
terms. 

The marketplace is a pivotal enabler in this strategy. On it, use case leaders, AI providers, 
data providers, and infrastructure actors can list their services, making them 
discoverable and usable by new organisations. During the project, services are provided 
at a fixed cost to allow wide experimentation. After the project, they evolve toward 
revenue-based models, enabling recurring monetisation and ecosystem expansion. The 
marketplace also streamlines technical onboarding through shared building blocks and 
portal integration kits, allowing further organisations to replicate successful use cases or 
create new ones using existing tools, datasets, and AI services. 
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Scalability is built on three pillars: technical interoperability, business viability, and 
ecosystem adoption. Interoperability is ensured by using standardised building blocks, 
which establish consistent rules for data sharing, consent management, and service 
integration. The business dimension is addressed by testing monetisation strategies, 
governance models, and market acceptance early in Phase 3. Finally, adoption is 
supported through strategic communication actions, including short video pitches, 
webinars, targeted outreach campaigns, and participation in relevant events. 
Partnerships with initiatives such as DS4Skills-GO help extend visibility beyond the 
project's direct scope. 

Phase 4 focuses on full deployment of each use case, ensuring the solutions are adopted 
by actual users and integrated into organisational systems. Efforts are directed toward 
scaling via communication campaigns, expansion to other organisational contexts, and 
promotion through the marketplace. Between October and December 2026, partners 
initiate expansion steps, inviting new organisations to join the data ecosystems. Use case 
leaders act as ambassadors in this phase, promoting the solutions, onboarding new 
participants, and facilitating practical integration. 

Post-project sustainability is secured by anchoring all key elements — datasets, AI 
services, infrastructure solutions, and portals — within the Prometheus-X marketplace. 
This provides a frictionless mechanism for future adoption and revenue generation. It 
also ensures that the ecosystem is not reliant on grant funding and can function 
autonomously through market-driven dynamics. In addition, standardisation and 
governance frameworks allow replication across sectors and geographies, increasing 
scalability potential. 

In summary, the EDGE-Skills go-to-market and scalability strategy ensures that project 
outcomes are not only technically functional but economically viable, user-centred, and 
ready for widespread adoption. The approach is incremental yet future-focused, starting 
from targeted testing, moving through market validation, and evolving into marketplace-
driven deployment and expansion. Through VisionsTrust, partners can commercialise 
their offerings, expand use cases, and onboard new organisations, turning project 
success into long-term innovation continuity. This creates a sustainable digital 
ecosystem that supports learning, employability, and AI-based skills development 
across Europe and beyond. 

8.2 Building an Open, Trusted Network for Skills and Talent Data 

Europe stands at a turning point. AI-driven skills intelligence, personalised learning and 
workforce transformation will only succeed if they are built on trusted, interoperable and 
sovereign data infrastructures. Fragmented systems, vendor lock-in and ad hoc data 
sharing are no longer sufficient to support the scale, speed and complexity of future skills 
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ecosystems. Transforming project-based collaboration into long-term ecosystem 
participation is the decisive next step and the opportunity to do so is open now. 

8.3 Interoperability with other data spaces: the cross-data-space dimension 
and the DSIF 

Skills is a horizontal layer: every sector of the economy relies on labour and competence 
intelligence. A skills data space therefore generates value when connected to other 
sectoral data spaces (media, tourism, cultural heritage, mobility, health), and each 
connection is bidirectional: the other sector supplies data that enriches skills services, 
and consumes skills intelligence (skills demand analysis, profile matching, gap 
identification, training recommendation) to enrich its own. 

This is not theoretical. The connection with the Trusted European Media Space (TEMS) is 
operational in production: fact-checked content from Agence France-Presse, published 
through TEMS, is federated to the DS4SKILLS catalogue and consumed to produce AI-
powered educational content on media literacy. It is the first cross-sectoral data 
exchange in production between two Common European Data Spaces, and it 
demonstrates that federation between independently governed data spaces is feasible 
without rip-and-replace. 

The condition for this to scale is a shared interoperability framework. The European data 
space ecosystem is heterogeneous by nature: multiple stacks (Prometheus-X, EDC, 
FIWARE, Simpl, deltaDAO), partially compatible standards, and existing investments that 
rule out a winner-takes-all convergence. Without a shared framework, every pair of data 
spaces must negotiate its own integration, and the cost grows quadratically with the 
number of spaces. The Data Space Interoperability Framework (DSIF) takes the opposite 
path: a minimum set of technical, governance and legal requirements that every data 
space satisfies to interoperate with the others, so that integration cost grows only 
linearly. Its scope covers catalogue federation, contract negotiation, identity and trust, 
consent management and connector interoperability, with open reference 
implementations maintained by the community. The TEMS connection works because 
both spaces implement these shared patterns. 

For any organisation building or joining a data space, the practical implication is to treat 
cross-data-space interoperability as a design requirement, not a future option: adopt 
DSIF-aligned components from the start, contribute integration patterns back to the 
framework, and lead cross-space conversations with concrete value for the partner 
space rather than with an abstract call to interoperate. 
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9. Call to Action: Building an Open, Trusted Network for Skills 
and Talent Data 

9.1 Why This Network Still Needs to Be Built 

The challenge EDGE-Skills set out to address does not disappear when the project ends. 
Skills data remains fragmented. Learners still cannot carry validated competencies 
across contexts. Employers cannot connect workforce needs to training in a systematic 
way. And AI systems in education still lack access to the consented, high-quality data 
they need to be genuinely useful. 

The infrastructure to address this now exists. What is still being built is the network of 
organisations willing to share it, contribute to it, and use it to create services that reach 
learners and employers at scale. 

The case for joining rather than building alone is simple. Every common component is a 
resource you do not have to rebuild. Data spaces using Prometheus-X components reach 
production six to eighteen months faster, starting from a certified baseline rather than 
from scratch. What you build alone costs you twice as much. What you build together 
becomes a standard. 

9.2 Beyond EDGE-Skills: Prometheus-X as the Ongoing Initiative 

EDGE-Skills is a project with a defined end date. Prometheus-X is not. It is a non-profit 
association uniting over 150 public and private organisations across more than six 
sectors, building and governing open digital commons for trusted data sharing. 

The building blocks and use cases developed through EDGE-Skills do not retire with the 
project. They are contributed to the Prometheus-X commons, remain accessible through 
the VisionsTrust Marketplace, and are available to any organisation that chooses to adopt 
them. Prometheus-X is an official Data Space Support Center expert, active in Data 
Space Interoperability Framework and Gaia-X working groups, meaning that member 
contributions feed directly into the regulatory and technical frameworks governing 
European data exchanges for the decade ahead.  

9.3 How to Get Involved 

Participation is open and flexible. Organisations can adopt the open-source building 
blocks directly or consume them as managed services, with no licence fee or certification 
required. They can co-develop the shared commons by contributing to governance, core 
components, or advanced capabilities. And they can engage in European policy and 
standards processes through Prometheus-X's active role in continental data governance. 

https://prometheus-x.org/community-impact-prometheus-x-open-source-infrastructure-for-european-data-spaces/
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Skills and talent data has the potential to transform learning outcomes, workforce 
transitions, and AI-driven services in education. Realising that potential requires 
infrastructure no single organisation can build alone. EDGE-Skills has demonstrated it is 
achievable. Prometheus-X is where it continues. 

To explore how your organisation can participate, visit prometheus-x.org. 

 

10. Further Reading & Resources 

The Prometheus-X Ecosystem 

● Prometheus-X official website: prometheus-x.org 
● Community & Impact: prometheus-x.org/community-impact 
● Building Blocks overview: prometheus-x.org/building-blocks 
● Architecture overview: prometheus-x.org/architecture 
● Technical documentation: prometheus-x-association.github.io/docs 
● Join Prometheus-X: prometheus-x.org/contact-us 

The VisionsTrust Marketplace 

● VisionsTrust platform: visionstrust.com 
● Marketplace overview on Prometheus-X: prometheus-x.org/marketplace 

EDGE-Skills Use Cases 

● Use cases overview: prometheus-x.org/use-cases 
● Personalised Learning Advisor (Headai): headai.com/chatbot 
● Open Education Reviews (Inokufu): openeducationreviews.org 
● Organisational Skills Gap Analytics: prometheus-x.org/organizational-level-skill-gap-

analysis 

Prometheus-X Active Projects & Data Spaces 

● DS4Skills — Common European Data Space for Skills: ds4skills.eu 
● Health Data Trust: health-datatrust.org 
● Legal Data Space: legaldataspace.eu 
● OpenEdIAG — Generative AI for National Education: openediag.com 
● TEMS Data Space (AFP): tems-dataspace.eu 

EU Policy, Regulatory Frameworks & Standards 

● European Data Strategy: digital-strategy.ec.europa.eu 
● Data Governance Act: eur-lex.europa.eu 
● Data Act: eur-lex.europa.eu 
● EU AI Act: artificialintelligenceact.eu 
● Data Spaces Support Centre (DSSC): dssc.eu 
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● Data Space Interoperability Framework (DSIF): dsif.eu 
● Gaia-X: gaia-x.eu 

 

 

 

 

11. Glossary 

Building Block A modular, open-source component within the Prometheus-X stack that performs 
a specific function in a data space — such as identity management, consent handling, or data 
cataloguing. Building blocks can be combined into service chains and adopted freely without 
licence or certification. 

Catalog A building block that acts as a central registry where organisations list their available 
datasets and services, making them discoverable by other participants in the ecosystem. 

Compliance as Code An approach in which regulatory and governance rules are encoded in 
machine-readable, automatically enforceable form. Rather than relying on manual checks or 
self-reporting, compliance obligations are built into the infrastructure itself and can generate 
verifiable digital proofs. 

Connector / Connector as a Service The technical component that allows an organisation to 
plug into a data space and exchange data with other participants. A Connector as a Service model 
means this is provided and managed by an infrastructure partner, removing the need for 
organisations to build and maintain their own connector. Using a managed service is optional: a 
participant can deploy and operate the connector itself and connect directly to the data space 
under the same conformance requirements.  

Consent Management The mechanism through which individuals and organisations explicitly 
grant, track, and revoke permission for their data to be accessed or used. In a data space context, 
consent is formalised, traceable, and auditable. 

Data Intermediary A trusted entity that operates catalogue, contract, consent and identity 
functions on behalf of data space participants, without owning or controlling the data itself. The 
role is defined by the data space governance authority, can be held by several certified operators 
in parallel, and is separated by design from the definition of the standards and from certification. 
Recourse to an intermediary is optional: participants may operate the components themselves.  

Data Product A structured, governed, and reusable dataset or data service that has been 
prepared for exchange within a data space, typically with defined access conditions, usage 
policies, and quality standards. 

https://dsif.eu/
https://dsif.eu/
https://gaia-x.eu/
https://gaia-x.eu/
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Data Commons A governed, pooled data resource to which data space participants contribute 
data they already hold, and from which a shared intelligence layer produces analytics and 
benchmarks no single actor could generate alone. Contribution is incentivised through discounts 
on the data commons fee of consumed services, evolving toward value-based shares as the 
network matures. 

DSIF (Data Space Interoperability Framework) The minimum set of technical, governance and 
legal requirements that a data space must satisfy to be interoperable with other data spaces. 
Rather than replacing existing stacks, the DSIF enables heterogeneous data spaces to federate, 
with open reference implementations maintained by the community. 

Data Sovereignty The principle that individuals and organisations retain authority over their own 
data — determining who can access it, for what purposes, and under which conditions — without 
dependence on a dominant platform or third party. 

Data Space A governed, interoperable environment that enables multiple organisations to share 
and exchange data securely while each retaining control over their own data. A data space is not 
a centralised database; it is a federated infrastructure built on shared standards, trust 
frameworks, and technical components. 

DSSC (Data Spaces Support Centre) An initiative supported by the European Commission that 
develops common specifications, guidelines, and reference architectures for data spaces across 
sectors, helping to ensure interoperability and alignment with EU policy. 

Fast Track A use case partner benefiting from accelerated support to integrate the Master 
Products into its existing solutions and scale them to its current client base. 

GDPR (General Data Protection Regulation) The EU regulation governing the collection, storage, 
processing, and sharing of personal data. Compliance with GDPR is a baseline requirement for 
any data space operating in Europe. 

Interoperability The ability of different systems, platforms, and organisations to exchange and 
make use of data across technical, semantic, and organisational boundaries. In data spaces, 
interoperability is enabled through shared standards and common building blocks. 

Market Validator A use case partner focused exclusively on go-to-market and testing, validating 
the Master Products in new market scenarios and acquiring clients and users, fully separated 
from technical implementation. 

Master Product A consolidated, scalable product assembling the core functionalities shared 
across use cases (skills analytics and matching; learning analytics and matching) into 
configurable service chains, integrated once and distributed by all use case partners. 

Master Product Leader (MPL) The organisation responsible for the end-to-end technical creation 
and delivery of a Master Product: defining service chains, managing provider interactions, 
ensuring integration through the data space, and setting and following the product KPIs. 
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ODRL (Open Digital Rights Language) A machine-readable standard for expressing policies, 
permissions, and obligations governing how data can be used. Within Prometheus-X, ODRL 
policies are used to encode data usage rules that can be automatically enforced across the 
ecosystem. 

Service Chain A configured sequence of building blocks and services that work together to 
enable a specific data flow or use case — for example, combining identity verification, consent 
management, data transformation, and visualisation into a single governed workflow. 

Skills Gap Analytics The process of identifying the difference between the skills an organisation's 
workforce currently possesses and those it will need in the future, typically drawing on internal 
learning data combined with external labour market intelligence. 

Use Case In the EDGE-Skills context, a specific application of data space infrastructure to 
address a real need in the education or skills sector. Use cases are developed through a 
structured four-phase lifecycle and serve as the primary vehicle through which the data space 
delivers value to end users. 

VisionsTrust Marketplace The operational marketplace of the Prometheus-X ecosystem, 
serving as the central entry point where data providers, service providers, and consumers can 
discover, connect, and transact within a GDPR-compliant, governed environment. 

 

 


