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HAS WITNESSED 1
UNPRECEDENTED LEVELS OF :
ADOPTION BY CONSUMERS Berlin

IS A NEW PARADIGM FOR BUILDING Al SYSTEMS

AT THE PEAK OF INFLATED EXPECTATIONS OF
SOFTWARE ENGINEERING

COMBINING WITH OTHER TOOLS
AND DATA UNLOCKS MORE POTENTIAL
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why is nobody talking about
“Normal”

Machine learning and Analytics
anymore?
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Talk title *

Beyond the Hype: Practical Steps to Establishing and Scaling Your Data & ML Team

Talk description *

Join me for a deep dive into a down-to-earth data story that has been overshadowed on the stage. While discussions
around cutting-edge technologies like genAl, ChatGPT, and deep learning, this talk shifts the spotlight to what truly m:
companies—practical data analytics and real-world machine learning applications.

Learn why enabling data-driven decision-making and automating tasks with machine learning are the keystones that ¢
difference, particularly for companies transitioning from start-up to scale-up. We'll explore the essential steps in establ
proving the product-market fit of a new, small data team in a scale-up environment, essentially a data start-up within y«
company.

This talk explains how to kickstart a data team, establish a robust data platform, and implement the first data analytics
learning use cases. With the new data team proving its value, it's crucial to avoid getting stuck when experiencing a st
Drawing parallels with the growth pains often experienced by expanding engineering teams, we'll use concepts from
to navigate the challenges and scale your data initiatives effectively.



Ellissa Verseput

Data Team Lead
@Sympower
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ML Engineer by craft

o 2xscale-up

o 2% corporate innovation
Now nearly 3 years in data
leadership in green scale-up
Sustainability enthusiast



Journey

of tOdag e Evolving data for 3 years in a scale-up
K . e Each year a new story: new phase, new
challenge
e Actionable takeaways how to progress
o LS
/ ‘ = All with ‘normal” ML and Analytics
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2022

Joining a green energy tech
scale-up

sympower.net



Keeping the energy grid in balance...

SN\

Frequency on the grid (Hz)

+/- 50Hz
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BALANCING
LONG TERM DAY-AHEAD INTRA-DAY SERVICES
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.. by turning off/on resources of industries

@ sympower.net



Sympower’s startup platform
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Critical daily forecasting processes
in hands of a colleague and Excel

Sympower ] 0
Platform

PostgreSQL
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#dota'requeSts T Kristian © 11:02AM

Slack channel for making ad-hoc data requests by for them. FCR-D down & up, FCR-N and FFR
. . . Instance 2=
business, in need of operational platform data... Ueriey Taday orefieably

g Shuneel Kumar 12:46 PM

S5 Hi, requested the last time? | would need updated values for the rest of
| need frequency data from bx2 for 21june 2022, for February.
24 hour or at least 1 hour with 100mHz sample. The 1 @

Yearly and hourly market, offered and accepted capacities and prices

Time: 2022-02-10 23:00:00 - latest values

Hi @Siimo , would you have the time to run the same query as |

#9479 Irene Almenar @ 2:42 PM

\ DATA REQUEST: Invoicing FCR-D

Hi Data team!

It was just right after your message Ellissa that | have a request of data (25

| am trying to download controllable capacity per active resource owner for SE1 and the
month of May

| am using a query (see thread) that it has worked for downloading data for SE2, SE3 and
SE4.

Can you help me with this?

73 ) .
3 “ ﬁ 25 replies Last reply 3 months ago

&

Rosario 7' 2:49 pM

Power meter data in 100ms request

Instance: SE3E=

Controller ID: 115 & 116

RO: Holmen Hallstavik

Time:
e start 2022-08-05 10:00:00 (UTC)
e end 2022-08-05 11:00:00 (UTC)

Comment: This request is similar to the earlier «

“ & 6 replies Last reply 1 month ago




The data team
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Hands-on Data Team Lead
(me)
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The Data Platform
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4 Challenge 2022

e Mini team
e No data infrastructure
e Lots of data “buzz”, but no data value



Establishing Data Team’s Value Proposition

4 N\ )

Responsibilities Responsibilities
Provide all live countries and market programs Decrease the time spent on manual data
with automated, reliable, usable forecasts. gathering and processing.

Automate data insights that enable
data-informed decision making

. /L J
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Goal architecture for our future Data Platform
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(Sympower's Data Platform
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Let’s go team!

Hands-on Data Team Lead
(me)

@ sympower.net

Analytics Engineer

Analytics Engineer
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Let’s start with what’s there
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SCRAPING monolith DBS! PostgreSQL

Monolith
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® Takeaways 2022

e Hire for crucial missing skills
e Buy, not build, data-infrastructure
e Pick 1-2 burning use cases and proof!



2023

More demand for the Data Team



Insights: what about top-down demand?

#data-requests e ooe
Yearly and hourly market, offered and accepted capacities and prices
Slack channel used make ad-hoc data requests by for them. FCR-D down & up, FCR-N and FFR

Instance 4=

business, in need of operational platform data... Urgency: Today preferably 1
Time: 2022-02-10 23:00:00 - latest values U S e e rl n g e

Q Shuneel Kumar 12:46 PM Hi @Siimo , would you have the time to run the same query as |

- Hi, requested the last time? | would need updated values for the rest of
I need frequency data from bx2 for 21june 2022, for February. M H
24 hour or at least 1 hour with 100mHz sample. The 1 @ l ' S I n e S S S I O p p e n S
P40 Irene Almenar @ 242 PM ‘ Rosario 7T 2.49
M DATA REQUEST: Invoicing FCR-D Power meter data in 100ms request

1 am trying to download controllable capacity per active resource owner for SE1 and the

.
Hi Data team! Instanc;. SE.'I.HB " _
It was just right after your message Ellissa that | have a request of data &3 Controller ID: 115 & 116
RO: Holmen Hallstavik

month of May Time:

o start 2022-08-05 10:00:00;
1 i thread) that it h ked for de loading data for SE2, SE3 and
S:l:usmgaquery(see read) that it has worked for downloading data for an  nd 5035.06.05 i1o00d
Can you help me with this? Comment: This request is simila

‘1 25 replies Last reply 3 months ago a ‘ 6replies Last reply 1 mo
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Forecasting: We wWant More! And better accuracy!

Average forecasting error

X, 2 =]

&
X3
\_ A v

2022 ML Ops Analyst
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Data infrastructure: from scraping monolith dbs to...

@ sympower.net

3rd-party systems

Users
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pattern

§25 Secured: VPN / TLS / MFA users

Sint g

Cloud - AWS
Sympower Platform Backend

Event-Driven Architecture

Sympower
Controllers
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4 Challenge 2023

e How to get all business users onboard

e Help, | can’t work on all ML projects
and lead the team

e Maturing data platform architecture



Incentivising top-down demand for data-driven insights

Amount
Of Data

Strategy and goals A ;

High - !

. Techgiants '

All Sympower’s operational

data Data-Driven ™™ ~ !

Enterprises So !

~
~ L]
~ L]
______________________ Digital & Data
Transformation Path
~
> ~
So old
. . . ~ _ Enterprises
Data-driven insights for steering the X )
Start-ups
Low = ()
: » Risk
Low High
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Growing the team

Data Team Lead Product Manager Data Data Engineer
Hands-on-ish
(me)

@ sympower.net
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© svrvoverre: The Data Platform is doing more and more!



® Takeaways 2023

e Manage your top-down data demand
e First-time data manager: delegate!

e Spread cognitive load

o What (Product Manager Data) VS How (Data Team)
o Different specialists working together in the same team
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2024

Growth pain

sympower.net



Data team start 2024

@ sympower.net

Data team has
established product
market fit within
Sympower

Our products are end-to-end
solutions

Full roadmap & budget
to grow the team 2x
during 2024
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However.. growth bottlenecks for analytics

Not scaling E2E
approach

Ve

Slow feedback
cycle

8

Increasing bus
factor

----‘
Fouo-

@ sympower.net

Incomplete data
coverage

=)

anl

Accumulating
Tech debt

2
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4 Challenge 2024

e Growing from 7 to 14 people
e How to best structure the data team(s)
e Scaling analytics



Team Topologies to the rescue

e Seven-to-nine rule
e Cognitive load and domains in team
e (Other team purpose options than E2E delivery

@ sympower.net

ORGANIZING
BUSINESS AND
TECHNOLOGY
TEAMS FOR FAST |
FLOW

Foreword by
RUTH

MALAN

=

MATTHEW SKELTON
and MANU,EL PAEI§,,

37



What we do now...

. Complicated-subsystem team

U Enabling team
U

Stream-aligned team

)\~

Platform team

© Matthew Skelton and Manuel Pais from Team Topologies

@ sympower.net

Insights

Forecasting
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.. to ideas how we could start map these responsibilities

M

c
U
U

omplicated-subsystem team Forecasting

Enabling team Insights

A

Stream-aligned team

Platform team

© Matthew Skelton and Manuel Pais from Team Topologies
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Keep E2E VS enabling approach for Analytics

We start moving towards an
enabling approach, where

We keep our E2E solution provider

approach as it is right now

data-savvy business users users
create their own insights

@ sympower.net
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Upgrades to the way of working

Data-savvy business users — value stream aligned activities

S —
fﬁ:o _
=3
—
\_
A
P
@ sympower.net -

Data engineers — platform team activities
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® Takeaways 2024

e In hindsight, pivot faster from E2E approach
e You are not the first one, educate yourself
e Try and learn!



Conclusion, but not the end! Work in progress!

@@

), w,
4x ML Englneer G G 4x Analytlcs Englneer
!=
' 2x Data Engineer '

Data Team Lead Product Manager Data Data Team Lead Product Manager Data
Hands-on-ish Hands-on-ish
(me)

@ sympower.net
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Thank you!

Want to know more”?

Ellissa Verseput

Data Team Lead
ellissa.verseput@sympower.net
+31 6 133 688 21

Want to join Sympower?

Interested people can keep an eye on our career page
https://sympower.net/careers/

Hiring for data roles and other engineering roles!
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