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● Trying to make self-service possible

● No one feels like you’re directly contributing to company growth
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We’re stuck in
the service trap



The Service Trap

01

Drowning the business with information
The organization has access to more information that it can handle 
causing confusion, operational bloat and a fragmented understanding.

02
Answering every question the business asks
The business sees the data team as a source of information, creating a 
service dynamic which under-utilizes the skills of the data team.

03

Minimising time with stakeholders
Data teams set clear boundaries of responsibility between their 
operation and the rest of the business, creating a transactional 
relationship.

04
Optimising things the business can’t see
The data team spend time on projects with minimal or no ROI.



Signs you’re in a service trap



Breaking the cycle
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Methodology

● Spoke to >100 data teams about how they 
drive value in their organizations

● Identified 4 key tenets that any data team 
can apply to add tangible bottomline value



Seek operational clarity 
> 
Drowning the business 
with information

● Make the business feel simple

● Create a common operational context and clear business 
priorities

● Work just as hard to remove information as creating new 
information 

● Map out your business with metric trees, flow charts and 
funnels



Other examples



Solve business problems 
> 
answering every question 
the business asks

● Work directly with the business to define and solve the 
biggest challenges that limit growth 

● Treating the data team (analysts specifically) as specialist 
problem-solvers 

● Develop a strong sense of domain and business knowledge 
in the data team

● Develop and value ‘soft skills’ equally to technical ones



Other examples



Minimizing time to 
decision 
> 
Minimizing time with 
stakeholders

● Data team takes ownership of decision-making process 
across the business

● Optimize efficiency of the business over efficiency of the data 
team

● Work closely with the business to understand the 
requirements behind their requests instead of just answering 
them



Other examples



Measuring yourself 
> 
Optimizing things the 
business can’t see

● Data team constantly measures itself to improve its speed, 
quality and costs

● Be able to quantify the ROI of any project you’re working on 
to avoid over-engineering

● Tracking business outcomes from decisions you’ve influenced 

● Knowing that even imperfect measurement can be helpful to 
improve culture



Other examples
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Why do the tenet’s 
make sense?



The Improvement Cycle - How data Drives value



BI tools don’t help this…



How to get started



How to begin

Start by mapping out a business process
Create a common understanding of the current status.01

Identify the biggest problems in that process
Make sure your analysts are leading here.02

Work with the business to solve the biggest problem
Make it a shared goal to improve the problem you’ve identified.03

Calculate and share the ROI
Quantify the ROI of the improvements you’ve made. Share credit (of course) with 
your business partners. Share with the business to teach others how to work 
with you next time.

04



What is Count? And how does it help?
Count is the first analytics and data modelling platform built 

with the tenets of high impact in mind.

Map out metric trees, process flow 
diagrams with live data or build long-form 
reports to increase operation clarity for 
any use case.

All the tools analysts need to solve 
problems: python, SQL, low-code and 
powerful visuals plus screenshots and 
business assets in a flexible infinite 
canvas.

Flexible and collaborative by default, 
giving data teams an agile collaborative 
workflow which reduces time to decision 
by 50%/

Track user activity, time spent and actions 
to fully understand how your data team 
and business uses data.



Thanks!

Learn more:
count.co

ollie@count.co


