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Approach and Development Steps

Conducting Literature 

Review &

Case Studies

Validation
Improve Indutrial

Applicability 
Set Up the Model

• Extensive literature 

review on data 

monetization strategies 

and frameworks

• Analysis of ecosystem 

trends and industry reports

• Expert interviews with 

pilot organizations in the 

DATAMITE project

Ongoing

• Two-phase validation

with research and 

industry partners

Future

• Refinement based on 

feedback (terminology, 

usability, structure)

• Confirmation of practical 

relevance and improved 

accessibility

• Identification of four 

principal monetization 

types

• Clustering into 12 distinct 

strategies

• Development of a 

structured framework for 

strategic orientation

• Design of a diagnostic

• questionnaire with 14 

guiding questions

• Questions structured by 

increasing 

maturity/complexity

• Supports companies in 

mapping their

capabilities to suitable

strategies

Timetable



© FIR e. V. an der RWTH Aachen  3

The Framework Categorizes 12 Monetization Strategies That Are Established in 

Academic Literature and Industry

Strategy

Reduce Cost

New Products and Services

Share-for-free

Data-as-a-Service

Information-as-a-Service

Answers-as-a-Service

Data Platform Refining

Data Bartering

Servitization

Wrapping

Data Network

Data Platform Providing

Uses data for resource planning; supports integration into financial reporting and transaction-based revenues [1].

Facilitates mutual exchange of data for tools, insights, or services, granting access to complementary assets [2].

Enables cross-organizational collaboration through integrated databases, supply chains, and partnerships [3].

Offers basic data products freely to attract users and generate engagement or insight for premium models [4].

Adds data-driven features to core offerings to enhance customer experience and perceived value [5].

Leverages data insights to develop new or improved offerings, creating additional revenue streams [2].

Combines physical products with data-enabled services to support better decisions and recurring income [5, 6].

Delivers query-based insights to support decision-making and scalable monetization [7].

Provides tailored reports and analyses from multiple sources, typically monetized via subscriptions or reports [7].

Sells anonymized raw data via platforms, requiring robust infrastructure and trust [7].

Offers standardized services by mediating supply and demand, earning revenue via platform fees [8].

Enhances platforms with value-added services through analytics, trust mechanisms, and transaction data [8].

Description

[1]: Stein et al. (2021); [2]: Baecker et al. (2020); [3]: Woroch & Strobel (2022); [4]: Ofulue & Benyoucef (2022); [5]: Woerner & Wixom (2015); [6]: Opresnik & 

Taisch (2015); [7]: Stechow et al. (2022); [8]: Trauth et al. (2021) 
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The Framework Groups Monetization Approaches Across Five Dimensions

Framework Dimensions

Indirect Data Monetization Non-Monetary Utilization

External Data Monetization

Direct Data Monetization

Internal Data Monetization

Internal data monetization focuses on 

improving efficiency and decision-making by 

leveraging internal data assets without external 

sharing, primarily through cost reduction and 

internal data networks [1].

External data monetization creates value by selling, sharing, or granting third-party access to internal data 

assets [1].

Indirect data monetization 

creates value by using data to 

enhance products, services, or 

partnerships, strengthening 

customer relationships and 

driving long-term profitability 

without selling the data itself [2].

Direct data monetization 

involves selling data or insights 

as a core offering, relying on 

high-quality data, analytics, and 

trust between provider and 

customer [3].

Non-monetary data strategies 

focus on strategic benefits like 

user engagement and insight 

generation by offering free data-

driven services to attract users 

and support long-term 

competitiveness [4].
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This is the Visualization of the Data Monetization Framework We Developed
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Share-for-free

Data-as-a-Service

Information-as-a-Service

Answers-as-a-Service

Data Platform Refining
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New Products and Services

Servitization

Wrapping

Data Network

Reduce Cost

Indirect Data 

Monetization

Non-Monetary

Utilization

Data Platform Providing

Datamite as a 

Platform/Tool

Datamite as a 

Platform/Tool

Internal Data 
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Business Model

New ProductSupply-Demand Match

Enhance Core Product Exchange Data With Others

Understand Customer‘s

Problem Customer Focused P&S

Use Internal Data Efficiently

%

Non-Monetary BenefitsSharing Data With 

Others

Analysis & Reports

Raw Data

Consulting & Support
AaaS

IaaS

DaaS

DPR
Customized Insights
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We Developed a Questionnaire to Help Organizations Choose a Fitting Data 

Monetization Strategy

ExplanationTheoretical Foundation of the Questionnaire

What?

How?Value?

Value 

Proposition

Revenue 

Model

Value 

Chain

How is revenue

created?

What do you offer to

the customer?

How is the value

proposition created?

Who is your target

customer (segment)?

Who?

Target Customer: Identifies the primary user or 

beneficiary of a company’s data-driven offering 

— in other words, who the value is created for [1].

Value Proposition: Describes the core benefit 

delivered to the customer and the role data plays 

in enhancing or enabling that offering [1].

Value Creation: Focuses on how the offering is 

produced — which internal processes, 

technologies, and partners contribute to 

delivering the data-driven value [1].

Revenue Mechanisms: Captures how the 

company monetizes its data, detailing pricing 

logic, revenue streams, and the strategic use of 

data as an economic resource [1].
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Each Strategy Can Be Mapped Through the Questionnaire

Questions A1 A2 A3 A4

1. Who is my customer?

2. What do I offer?

3. How do I obtain my data?

4. Which analysis methods can I use?

5. Which internal departments do I involve?

6. Whom do I need to convince?

7. How is the distribution done?

8. What value should be created?

9. Should my offer be modifiable (possibly due to external factors)?

10. What resources are needed?

11. Which customer problems should be solved?

12. What type of monetization do I want to pursue?



© FIR e. V. an der RWTH Aachen  8

Apple Health Reports: An Information-as-a-Service Example

 Text
Overview:

 Apple delivers personalized health and fitness insights via its 

Health app and Apple Fitness+ subscription.

 The service focuses on processed, tailored analytics rather than 

raw data.

Data & Technology:

 Data is collected from Apple devices such as the iPhone and 

Apple Watch using built-in sensors and user input.

 Advanced algorithms and machine learning transform raw data 

into actionable health insights.

Customer Value:

 Helps users improve lifestyle choices through easy-to-understand 

metrics like sleep quality, activity trends, and heart rate variability.

 Offers ongoing value by continuously updating insights and 

integrating new health features.

Monetization & Business Impact:

 Generates revenue through subscription fees and increased 

sales of Apple devices.

 Enhances customer loyalty by embedding services into the 

broader Apple ecosystem.
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Apple Health Reports: An Information-as-a-Service Example

Question Answer Option 1 Answer Option 2 Answer Option 3 Answer Option 4

1. Lower Management Middle Management Upper Management

2. Data (Processed) Data / Analyses Analyses Digital Product

3. Utilize existing data
Targeted production & 

customized analysis
Process / analyze data

Conceptualize / develop new business model / 

services

4. Experts, industry knowledge
In-depth knowledge of the

own company, Deep Learning

Market Data Analytics or ability to 

track / analyze own sales
Executive Management Model Development

5. 
Legal department, GDPR officer, data producers, 

sales, IT department
Controlling department

Controlling (pricing and pricing 

model), Sales
Executive Management

6. Subsidiaries, R&D, IT Controlling
Decision-makers at (main) 

departmental level
Executive Management Level

7. 
No specific target audience addressed, make

accessible to a broad audience (e.g., Google Ads)

Blog posts, explanatory

videos
Trade journals Trade fair

8. 
Prestige / Reputation / Value creation through

third parties

Reduce internal costs / 

increase efficiency
Monetization through sales

New services / new business models / new markets / 

further revenue / differentiation from competition

9. Very high flexibility High flexibilty Low flexibility Little flexibility

10. IT, Labor Computing power
Cross-departmental communication, 

market data
Insights into company philosophy / company strategy

11. 
Problems the customer is now aware of, “nice-to-

have“, one can manage without
Efficiency improvement

Larger problems of customers willing

to pay for them, problems

threatening the customer‘s existence

Problems affecting the customer‘s transformation

12. None – the data is shared for free Cost savings are the goal
A (one-time) cash flow is intended to 

be generated
A recurring cash flow is intended to be generated
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Each Strategy Can Be Mapped Through the Questionnaire

Questions A1 A2 A3 A4

1. Who is my customer?

2. What do I offer?

3. How do I obtain my data?

4. Which analysis methods can I use?

5. Which internal departments do I involve?

6. Whom do I need to convince?

7. How is the distribution done?

8. What value should be created?

9. Should my offer be modifiable (possibly due to external factors)?

10. What resources are needed?

11. Which customer problems should be solved?

12. What type of monetization do I want to pursue?

Information-as-a-Service

Legend:
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Each Strategy Can Be Mapped Through the Questionnaire

Questions A1 A2 A3 A4

1. Who is my customer?

2. What do I offer?

3. How do I obtain my data?

4. Which analysis methods can I use?

5. Which internal departments do I involve?

6. Whom do I need to convince?

7. How is the distribution done?

8. What value should be created?

9. Should my offer be modifiable (possibly due to external factors)?

10. What resources are needed?

11. Which customer problems should be solved?

12. What type of monetization do I want to pursue?

Reduce Cost

Share-for-freeData-as-a-ServiceInformation-as-a-ServiceAnswers-as-a-ServiceData Platform RefiningData Platform Providing

Data BarteringNew Products and ServicesServitizationWrappingData Network

Legend:
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