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Monday mornings used 
to be a nightmare

Broken pipelines. Numbers nobody 
trusted that we shared anyways

This is the story of how that changed



Koho 

250 Employees
Fintech
We hold people's money.    

2020 Data Team

Miserable
Everything ad-hoc
No trust 

When the data team can't answer a question confidently, it's a 
problem



Dynamism
Taking initiative, not waiting for a playbook

Anchor 1 - Agency

Craft
Excellence for its own sake. Quality because you're proud of it



3 things that matter
Clarity
Define the roles, build competency 
matrices
Show people how to win

Protect the work
Say no to more requests than you accept

Create space for experimentation
And failure



Anchor 2 -The Referee 
Unbiased. 
Visible. 
Honest.



What executive see

● How fast questions get answered

● The quality of every document another team brings 

into a meeting

● The dashboards they open every morning

● The day something breaks and how fast it's fixed    



Own how the company measures success                                                                                               
Common definitions keep the game fair

The necessary condition: 
metric definition



Anchor 3 - The homework

In 2022 we scrapped everything



Before After

Undocumented pipelines    dbt, fully documented

Ad hoc queries and tickets Long term data assets, governed mart

"Which source do we trust?" Single source of truth. Tested daily

Tribal knowledge Anyone can onboard in a month

The migration was a success but the foundations are never done



Everyone talked about AI, 
I didn’t, yet



Agency
What does your team need to take ownership and drive impact?

The Referee
 What does the company need to trust what you're telling them?

The Homework
What foundations will support the rest?  



Figure out where you 
need to go build trust



THANKS!
Célia Bru
celia@koho.ca
https://www.linkedin.com/in/celia-bru-data/
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