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INTRODUCTION
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Today’s executive and digital leaders across private, public and 
third sectors need to consider the Exchange of Digital Value to 
position their organisations to create value from their digital 
assets and participate in the Data Economy.
Data Exchange is an economy-wide program to facilitating the Exchange of Digital Value at scale. We believe Data Exchange
will be not only a mechanism for resolving many of the challenges organisations face today in leveraging their respective
digital assets, but a catalyst for unlocking new value creation and knowledge that will secure a better future for many
generations to come. We have sound reasons for believing that Data Exchange can deliver so much. The prosperity,
wellbeing, innovation and social infrastructure we enjoy today were all the product of Value Exchanges of different kinds.
Whether the exchange of communication facilitated by telecommunications that connected people around the globe to build
and enrich engagement, or the exchange of products and services that underpin our economy and global trade and the
opportunity for businesses to flourish in it and employ people, or stock markets that provide opportunities for investment and
growth in equity. All of these and others are in fact the foundations for the world we live in, without which almost nothing we
have created would exist as it is. These Value Exchanges created the impetus for organisations to invest in their preparedness
to participate, providing an incentive to do something rather than nothing. These Value Exchanges brought the opportunity
for innovation and collaboration to create new value. These Value Exchanges provided the way to break through to new
models, new industries and new ideas that fueled the global socio-economic growth which resulted. That is exactly what is
needed in the digital sphere to turn the discussion about data into the difference data can make. The Exchange of Digital
Value can catapult organisations forward to achieve exponential results. This is the moment where your pathway to digital
success becomes clearer. Today’s executive and digital leaders across private, public and third sectors need to understand the
Exchange of Digital Value to position their organisations to create value from their digital assets and participate in the Data
Economy.

HIGHLIGHTS OBJECTIVES
The objectives this paper will address include:
• Help leaders sift through the confusion and build

clarity for digital success.
• Change the discussion about data to help make a real

difference with data.
• Clarify why Data Exchange is important to consider

sooner in the digital journey rather than later.
• Outline how Data Exchange is distinct from other

prevailing and emerging terms and themes.
• Bring hope to organisations struggling to create value

with digital assets and create awareness of the power
of an ecosystem approach to data.

• Define some practical steps to making Data Exchange
work for you.

This is the moment where your pathway to digital success becomes clearer.

Reading this paper will give you insight into:
• How Value Exchange is a key foundation for digital

value creation
• The Dichotomy of Data – how data is our most

abundant, most critical yet most underutilised resource.
• Diversity of data as a practical way of considering the

value of data
• The need for Democracy in Data to unleash the ability

for all organisations and sectors to create far more
value from the data universe.

• How Data Collaboration will create more success and
benefit than any of the prevailing approaches.

• How the ecosystems organisations already operate in
can be the key to digital success.



DATA EXCHANGE: WHY

THE DICHOTOMY OF DATA
Data is the most abundant resource we have with
organisations literally stockpiling it at an unprecedented
rate in recent years. Many would agree too that data is
also our most critical resource with economic indicators
showing diminishing incremental gains across most
sectors that demand new insights and models and the
persistence of besetting wicked problems that have thus
far proven too complex for humanity to solve.
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…where we are at
with data in the
digital world, is
where we were in
the physical world
when we relied on
the horse and cart.

It is striking then that data is
likely our most underutilised
resource. To use a crude
analogy the observable
evidence suggests that where
we are at with data in the
digital world, is where we
were in the physical world
when we relied on the horse
and cart!

The dichotomy of our time is that data is the most abundant resource 
we have and the most critical resource we have, yet strikingly is our 
most underutilised resource!

Data, is not about data. It’s about decisions that make a
difference. Data only has value because it has the
potential to inform decisions. Its value is therefore in its
utility. To better understand why organisations for the
most part are not deriving value from data, its worth
looking at the underlying elements that influence the
utility organisations derive from data.

Data, is not about data. It’s about
decisions that make a difference.”

Various perspectives on the value of data have been
published. One particular model which has proven useful
useful, called the “Five V’s of Big Data”, focuses on
factors that determine the impact of data on
organisations and posits that this impact is related to the
Volume, Velocity, Variety, Veracity and Value of data.
The Value of data (the utility derived from it) in this
model is influenced by the other four factors. The five V’s
model of value however is reasonably generic and hides
a richer relationship between Data Exchange and the
utility organisations could derive from it. We need a
composite measure of sorts that helps us more
practically assess the value creation journey. A better
semantic descriptive that captures the nature of the
value of data through Data Exchange is what we’ve
called Diversity.

The global value of information assets is growing
exponentially. In 2020 for example the value of
personalised data as just one class of data in the EU
alone is valued at one trillion euros (that’s about 8% of
the EU’s total GDP).

VALUE & DIVERSITY

Diversity is essentially the extent and range of different
data sources available within a Data Exchange offering
alternate and potentially reinforcing perspectives that can
be leveraged to inform decisions. Diversity is central to
the value of data because the point of data is to establish
a digital representation of some aspect of the real world
for the purposes of describing, diagnosing and
predicting events as the basis for better prescription and
prevention. Without Diversity in data we cannot hope to
accurately represent the real world much less use this
representation to enhance our decisions. Every
organisation is a system of systems and exists within a
wider context. Every process or engagement is deeply
connected with human impacts and diverse stakeholders.
Complexity is everywhere. Data Exchange enables the
organisations to better deal with complexity through data
Diversity. An organisations needs more Diversity in data
as it moves through its digital value creation journey. This
can be represented as a Value Chain which traces the
increasing pursuit for Diversity as the organisation strives
to extract exponentially more value from data.

Survey’s of global
data supply reached
40ZB by 2020, or
5,247 GB per person
but just 0.5% of this
is used for analysis.

THE DIVERSITY DILEMMA
We’ve built a world of silos
within and beyond our
organisations to help us
digest the innate
complexity in the world in
the interest of simplicity
and getting results without
being bogged down.

This has led to a Diversity Dilemma, where organisations
need to diversify their data universe but are unable to.
To solve this Diversity Dilemma, we need Data
Exchange. Data Exchange is the way that we scale the
systematic and pervasive ability for any organisation to
build a culture that leverages the control it has over its
digital assets as a way of facilitating the agile
collaboration required to leverage data in all its Diversity.
That language is very intentional as you’ll see later in this
paper.

Why Data Exchange? Data Exchange is the means by
which organisations will fully leverage the Diversity in the
data universe that unlocks their ability to create value
exponentially.



DEMOCRACY IN DATA

The greatest example of collaboration we have at scale is
the goods and services economy and there is one kind of
socio-economic context within which a goods and
services economy has been shown to optimise outcomes,
and that context is democracy.

The challenges organisations face with data are a very
significant impediment to digital value creation on a
global scale. To solve this we need to think beyond the
traditional scope of organisational transformation.

We now have a compelling narrative for the importance
of Data Exchange – the “why” is the power of diversifying
data through Data Exchange which is justification for
every organisation to seriously consider Data Exchange.
At this point we turn to ask “how” in reference to Data
Exchange.

Do we have democracy in the data realm today? The answer is not 
surprising given how few observable outcomes we see at scale from 
the use of data.
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DATA EXCHANGE: HOW

Democracy at its essence blends a culture that recognises
the need for equal opportunity and broad participation,
with a system of controls that provides autonomy in
relation to assets and available resources and facilitates
the myriad of unimpeded collaborations that create
value. The combination of these “three C’s” has powerful
implications for resolving the Diversity Dilemma. If we
give organisations the latitude and the ability to
participate in a system that gives them control over their
digital resources they will strive to create value by
collaborating with others using those resource to do that.

ENGAGEMENT ECOSYSTEMS

Data Exchange collaborations are ecosystems of
engagement which can be significantly different in
several ways. In each case the nature of the ecosystem
implies a different approach to collaboration which in
turn means different nuances to the appropriate Data
Exchange program. These ecosystems of engagement
however should always have a few things in common.
They must have a sense of shared strategic purpose and
data diversity. Ecosystems must also initially be
established at a practical and manageable scale but with
a commitment and ability to expand and adapt. Data
Exchange ecosystems must also have integrated,
adaptable and scalable governance embedded within
them to maintain strategic focus, build trust and mediate
competing objectives.

Data Exchange ecosystems must have integrated,
adaptable and scalable governance embedded
within them...

Another part of “how” goes to the nature of the
collaborations that leverage Data Exchange. This is
important because Data Exchange is not ad hoc but is
an intentionally orchestrated program to create digital
value and so must be engineered around the
collaboration.

Ideally, participants should also have complimentary
resources, perspectives and capabilities the bring value
to collaborations. Last, but not least, ecosystems need
to facilitate Diversity in data resources to maximise the
value of the exchange opportunity. An ecosystem of
organisations with monolithic data resources offers far
less value over time than one that brings diverse data
sources together.

Part of the “how” then needs to be ensuring a kind of
democracy in data That should be the high level intent
behind Data Exchange including the underlying policies,
strategies and culture which facilitate Data Exchange
outcomes.

Finally, we get to connect the dots to the big picture.
Data Exchange creates value at an organisational level
and at an ecosystem level, but “democratisation of data”
imperative we outlined earlier in this section however
means that the nascent potential of data can be made
available to every organisation across every sector and
community, and in aggregate to every region and
nation. The true power of Data Exchange is in the idea
that it unlocks digital value creation with almost limitless
potential for scale through the organic expansion of
ecosystems, the proliferation of ecosystems across
sectors and the interconnection of ecosystems. That is
how we build a Data Economy.
A Data Economy makes data a resource which has the
potential to deliver deep, pervasive and sustained
benefits on a global scale through the creation of new
value which impacts every aspect of life for generations
to come.

The “how” of Data Exchange centers around positioning
for value both at organizational and ecosystem level but
also at scale to deliver a Data Economy. Having laid this
foundation we now turn to a definitive look at what Data
Exchange is.

DATA ECONOMY
...using...principles of
culture, control and
collaboration...to the
problem of lack of
data Diversity offers a
useful perspective.

The question then
becomes, do we have
democracy in the data
realm today? The answer is
not surprising given how
few observable outcomes
we see at scale from the
use of data.



FUNCTIONS OF EXCHANGE
So what does a Data Exchange program supported by enabling technology look like from the perspective of the
organisations in the program? Here are some of the functions of Data Exchange.

Data Exchange should enable organisations to
collaborate internally across business units.

INTERNAL COLLABORATION

EXTERNAL SHARING

Data Exchange should facilitate program &
platform access to a scalable ecosystem.

ECOSYSTEM ENABLEMENT

ECOSYSTEM COLLABORATION

Data Exchange should enable interconnection
with other ecosystems to expand value.

INTERCONNECTION

Data Exchange should allow easy and secure
external data access.

DATA CURATION

Data Exchange should facilitate the ability to
share data on demand easily and securely.

Data Exchange should enable the lead
organisation in the program to easily and
securely collaborate with nominated external
organisations.

EXTERNAL COLLABORATION

Data Exchange should enable organisations to
easily collaborate with other organisations.

Data Exchange should enable organisations to
access complimentary resources and capabilities.

CROWDSOURCING

Data Exchange should incentivise organisations
to monetise digital assets and participation.

MARKETPLACE

Data Exchange should enable researchers and
governments to easily aggregate diverse data to
inform better policy and investments.

AGGREGATE INSIGHTS
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DATA EXCHANGE: WHAT

DEFINING DATA EXCHANGE
Defining exactly what we should mean by Data Exchange
is important because we need to make sure that our
definition captures the full spectrum of value which is
available. A definition must also capture foundational
elements that ensure organisations doing “something”
don’t misinterpret what they’re doing as “job done”.
Data Exchange is a Systematic Program which leverages
Digital Infrastructure, that enables Collaborative
Engagement focused on utilising digital assets to create
Collective and Cumulative Value.
This definition is helpful in considering the value of other
approaches such as Open Data or Data Sharing. Open
Data lacks the impact on culture, the provision of controls
or the facilitation of collaboration around shared
purpose. Data Sharing goes further but also falls short of
delivering the full spectrum of value by not fully
leveraging active, organic and persistent collaboration
between stakeholders. Data warehouses or data lakes are
also a step on the right direction, but focus on improved
use of internal data, and not ecosystems of deep
collaboration.

The point of Data Exchange is to create value which furthers not only
the interests of each participating organisation but of the collective
ecosystem.

DIGITAL INFRASTRUCTURE

Data Exchange is a Program that is guided by principles
which relate to the “how”. Significant attention must be
paid to Data Privacy, Security and Ethics frameworks
designed in from the outset to create alignment, build
trust and negate compromise. Practical aspects like
maturity, data inventory, gap analysis, as well as
structural impacts and data trusts also need to be
considered.

PRINCIPLE, POLICY, PRACTISE

Although our emphasis in this paper has been strategic
and non-technical, we would be remiss if we did not at
least touch on the technology. Technology is central and
without it there is limited opportunity for value creation.
Technology must embody the program providing a
platform for executing on the principles and policy and
enacting the collaborative enrichment of collective
intelligence. We intentionally refer to the technology for
Data Exchange as Digital Infrastructure because we
believe that provides a tangible point of reference that
most accurately positions what the technology should do
as the shared infrastructure for every organisation in ever
sector to extract value from data and collaborate.



A PRACTICAL PATHWAY TO ACTION
The final piece of the Data Exchange puzzle, relates to providing simple advice on getting started. That is the inevitable
question whenever leaders are faced with a significant amount of information on an emerging area. Here are some
practical steps to planning, initiating, managing and expanding your Data Exchange program.
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DATA EXCHANGE: WHAT

Identify and Define a Problem

Engage an Ecosystem

Lay the Foundations

PROBLEM

PEOPLE

PROGRAM

As the sayings go, “don’t waste a good crisis”, and “necessity is the mother of all invention”. Human ingenuity, where we
break down barriers and do amazing new things, almost always starts with a problem. A leader or group of leaders at
some point, recognises the value in solving a specific problem and the need to formulate a plan to do so. Pick a
problem that potentially can make a big difference to your organisation and the broader ecosystem within which you
operate. Pick a problem with complexity to it, where it seemed too difficult to address and where its not immediately
obvious how you would solve it. In most cases, as you read this, there will be at least a few candidates springing to
mind. Spend some time defining the problem. How big is it, who does it affect, how does it affect them and what would
happen if you could solve it? Generate some questions which you could ask to better understand the problem and the
potential avenues to solving it. Don’t stop with one problem. Build you program to address other emerging problems.

Every problem that impacts not only your organisation but a broader set of stakeholders and is complex, will require an
ecosystem approach. Every year that goes by the problems that face organisations will increasingly not be solved in
isolation. Who are the organisations on your ecosystem with a vested interest in solving the problem? Which of them
are more progressive about technology and data? Who has data that is likely needed to further define the problem and
identify and prioritise the solutions? Who are the organisations with resources or access to resources – skills, funding,
other resources? Which organisations have great “brand equity” whose support and advocacy will stimulate broader
interest and catalyse consensus? Are there personalities who will provide strong leadership, vision, courage, curiosity
and a propensity for some risk? Engage them and carefully select the program leaders and give them a role in dragging
the agenda forward, advocating for the program and leading and governing key aspects of the program.

Plan and implement the foundations for your Data Exchange Program. Invest in developing specific policies and
frameworks for privacy, security and ethics in relation to how your program will use data. Identify gaps on the ecosystem
such as particular skills, and find complimentary resources to engage which can be used to help fill those gaps. Have
ongoing resources there to fill key supporting roles to enable ecosystem participants to get onboard and thrive. Develop
a marketing and communications strategy with initiatives to create awareness and interest and expand to ecosystem
over time. Design a light ands agile governance framework for managing the program. Prepare for collaborative density
– identifying new problems that derive from the work you’re doing on current problems or emerge from the external
environment. Address the technology - is there a platform available to support your program which can help you
produce fast results, and will the provider be able to provide assistance to augment the platform and align it to the
program? Can you easily try it out via a POC? Resist the urge to customise the technology as much as possible – this
leads to cost and time delays and often is linked to technical failure.



ABOUT CIVIC ANALYTICA

civic relating to the duties or activities of people in relation to a [digital] place (a shared purpose)

analytica relating to or using [data driven] analysis and logical reasoning

Civic Analytica is a specialist provider of digital advisory and data exchange services. Our mission is to
democratise the power of digital assets by helping industry, government and third sector organisations to
create, grow and leverage Data Ecosystems as communities of shared purpose through building Culture,
establishing Control, and facilitating Collaboration to create value.

CONNECT

…into an integrated, 
privacy controlled, 
massively scalable 
ecosystem in any 

cloud…

…enabling any 
organisation to 

extract value from 
their digital assets 

and …

A platform where 
data can be 

brought together 
from disparate 

sources…

… collaborate in an 
ecosystem to solve 
common problems 

and create new 
value

As well as offering a suite of complimentary services to your Data Exchange program, our service portfolio
includes a Collaborative Data Exchange Platform-as-a-Service used by many of the world’s largest data
producers and their ecosystems. The platform brings people, data and tools together to support a successful
and collaborative Data Exchange program that creates collective and cumulative value.
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The PaaS incorporates advanced, secure and massively scalable, GDPR compliant capability available to
organisations and their ecosystems as an isolated environment on an existing instance in a matter of days, or
as a “private-label” instance branded and deployed specifically for each client ecosystem within a few weeks.

linkedin.com/company/civicanalytica https://twitter.com/AnalyticaCivic

SERVICES & PLATFORM-AS-A-SERVICE


