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Leveraging DataOps to build 
India’s National Data Platform

Prukalpa -  Cofounder, Atlan



Lifelong data practitioner

Founder of Atlan 
Atlan, we are a Github for data teams 
Help teams like Postman, Plaid, Unilever, Juniper democratize data

Tons of successes and failures in building 
data culture 
India’s national data platform used by Prime Minister
Global SDG monitoring for the United Nations
200+ data projects

Hi, I’m Prukalpa 👋 
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We started as a data team ourselves using data science for social good

50+
countries with diverse
set of organizations

110 bil.
external data points 
ingested, cleaned and visualized

1.5 bil.
government data points 
aggregated in real-time

6.5 bil.
satellite imagery 
pixels processed 

500 mil.
Indian citizens’ data processed
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But internally, everyday was chaos. 

Hey @richa I made a request for the data 14 days ago. 
Any ETA on when the team will share it?

Hanna, Data Analyst     3:01 AM

@shilpa what does variable column_xy881 stands 
for in the data set sales_mm_blr_2919.csv? 
Can you please clarify?

Richa, Project Manager  1:55 PM

@shilpa Please ensure that analysts only get access 
to the data for the geography they’re working on, the 
client is very cautious about sharing PII data!

Carson, Data Engineer               7:27 AM

Data discovery

@hanna @richa @carson the dashboard widget is not 
rendering because half the data is in DD/MM/YYYY 
format while the other is in YYYY-MM-DD. There is also 
data missing for 721 geographies. Not sure what to do :/

Shilpa, Data Scientist  5:22 PM

Data visibility

Human tribal knowledge

Data governance

#team-datascience

#team-frontend

#project-gb-data

Private Chat
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That’s how we started the assembly line project
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Our team became 6X more agile.
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Built by an 8 member team in 12 months

4 hadn’t pushed a line of code to production before
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 Here’s the backstory



Hannah the Analyst

Shilpa the Data Scientist

Carson the Data VisualizerRicha the Project Manager

Jessie the Compliance Lead

Patrick the Data Engineer

Prukalpa the CDO

Christine the Consultant

Our diverse Humans of Data 
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]

Google Design Sprint 
“HMW” How Might We exercise

https://designsprintkit.withgoogle.com/methodology/phase1-
understand/hmw-sharing-and-affinity-mapping
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HMW Create a 
High Performance 
Culture?

HMW Build more 

trust in our data and 

improve data 

quality?

HMW Plan 
timelines better?

HMW Prioritise tasks across projects?

HMW reduce 

troubleshooting 

time? HMW reduce 
dependencies 
on engineering?

HMW onboard new 
analysts faster and 
better?

HMW ensure we are 
solving the problem the 
best way instead of 
meeting deadlines?

HMW improve collaboration between data engineering & analysts?

HMW reduce 

repetitive tasks?

HMW reduce 
scope creep 
with customers?

HMW ensure high 
quality output 
without variation 
across different 
individuals?

HMW reduce dependency on individuals? HIT BY THE BUS 
syndrome.

HMW leverage our 

learnings across 

projects better?
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High Performance Culture
Can we ensure we meet our deadlines/ targets? How can we plan better? How can we balance this with a culture of 
experimentation and innovation?

Ecosystem of Trust
Our team will always be small and diverse. How can we ensure that we create a strong ecosystem of trust where 
diverse people: engineers, analysts, scientists etc trust each other?

Reduce Repetitive Tasks
Create automation, reusability and reproducibility in order to reduce repetitive tasks and improve data team 
productivity.

Guaranteed Quality of Outputs
How can we ensure that irrespective of the person /people involved in a project, the output will be high quality and 
something that we would be proud of?

Create a resilient team
“Hit by the bus” syndrome. Never be in a situation where an analyst leaving could endanger the promises we made 
to our customers.

Our Team Charter
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Data 
stack

Culture 
stack

The two drivers in our journey to becoming 6X more agile 

The Modern Data Stack The Modern Data Culture Stack
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1.
The “data stack” that 
powered our human stack



OK, THAT NUMBER DOESN’T LOOK RIGHT.

HMW ensure that 
our data & insights 
are actually 
accurate?

HMW ensure all our 
analysts follow 
standard data 
cleaning processes?
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SocialCops framework data cleaning & checking process

Analytics Engineering & Data Quality Testing
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THE (META) DATA CONTEXT PROBLEM 

HMW ensure 100% 
context before we 
start working on a 
dataset?
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UH… WHICH VERSION? 

HMW ensure we use 
the right dataset 
and know the 
difference between 
versions?
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Image: Our first internal tool auto generate a data profiling report to 
answer all the open questions we had about the data (Frequency 
distribution Histogram, Column Types, Missing Values, Outliers)

Image: First version of Atlan’s data workspace

Active Metadata Platform (Data Catalog 3.0): 
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THE BROKEN DASHBOARD 

HMW know if a 
dashboard breaks or 
something goes 
wrong before a 
client does?
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Data Observability Tools: 
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And that’s not all, there’s a ton of other data tools you need. 
TL;DR: Luckily the Modern Data Stack probably has already 
built it for you.
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2.
The culture stack that 
powered our human stack

We need to start talking about the Modern Data Culture Stack



Values Rituals
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TrustAgility Collaboration Innovation

Scrum / 
Agile OKRs

Friday 
Demos

Doc 
Hours

Data 
Brain 
Trusts

Data 
Product 
Roadmap

Start/ 
Stop/ 
Continue

Reflection 
Docs

Data F*** 
Up night

Colab 
hours

Dependency 
workflows

Daily 
Standups

Data 
Product 
Mindset

Google 
Design 
Sprints

Hackathons

Values

Rituals
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HMW Create a 
High Performance 
Culture? HMW Plan 

timelines better?

Agility How do we ensure we plan well and meet our 
goals effectively?

HMW reduce 
context switching time?
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HMW Create a 
High Performance 
Culture? HMW Plan 

timelines better?

Agility How do we ensure we plan well and meet our 
goals effectively?

HMW reduce 
context switching time?
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HMW Create a 
High Performance 
Culture? HMW Plan 

timelines better?

Agility How do we ensure we plan well and meet our 
goals effectively?

Agile in Data Science 
improved our velocity 4X 

HMW reduce 
context switching time?

✅
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Bottom up, not top down
Everyone on the team read Scrum, we ran internal “learning” 
sessions before agreeing to “experiment” with it that quarter

Understand and agree on principles
Context Switching principles, “Estimation” of effort, Dependencies

Rituals Matter
Monday planning sessions, Daily standup

The culture of helpful “questioning”
Once we had established principles, our team started asking each 
other every day: what went wrong in our planning that made it hard 
for us to achieve our weekly goals/ giving feedback of estimates.

Measure! 
Weekly velocity measures and percentage completion goals actually 
drove us forward
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HMW Create a 
High Performance 
Culture? HMW Plan 

timelines better?

Agility How do reduce context switching time?

HMW reduce 
context switching time?

❗❗Our senior analysts were spending over 3-4 
hours a day in context switching time due to 
interruptions from other team members! 

✅

✅
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HMW Create a 
High Performance 
Culture? HMW Plan 

timelines better?

Agility How do reduce context switching time?

HMW reduce 
context switching time?

❗❗Our senior analysts were spending over 3-4 
hours a day in context switching time due to 
interruptions from other team members! 

✅ Daily 2 hour Collaboration 
Hours & Office Hours

Hey everyone! As discussed @himanshy and I will be opening 
up 2 hours of office hours daily from 3-5 pm. We will be on 
DND mode for the rest of the day! Please book times on our 
calendly for anything you need.

Shilpa, Data Scientist  5:22 PM

✅

✅
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One of our biggest deltas in agility came because of a DNA shift from a “data 
services” to a “data product” mindset

Data Services Data Product

Success Criteria Successful implementation i.e. did we deliver on 
time

Successful usage i.e it solve the problem for users & do 
they use it regularly 

Reusability Single use: Build once, for use by one client Scalability / Reusability: Build once, for use by many 

Requirements / Scoping Build what the customer asks you to build Understand commonalities in problems across the 
customer base & build accordingly
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5W1H framework 

Define Data Product “shipping standards” into your metadata platform
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Creating a weekly “shipping mindset” with Friday Demos

☑ Set the quality standard with the first few internal demos

☑ Make it an event that the team looks forward to 

☑ Introducing “showdowns” i.e. best demo of the week can be interesting ways to 
create healthy competition (ensure that people don’t ship bad products just to win 
Showdown!)

Doc Hours

Data 
Product 
Roadmap

Daily 
Standups
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Incorporating “human driven” shipping 
standards into the product shipping 

process



Innovation ✅ The Data Brain Trust Format

HMW ensure we are 

solving the problem the 

best way instead of 

meeting deadlines?

☑ The Briefing: 5 mins. The Business, & problems they want to solve
☑ The Balcony: 5 mins. Group discusses what they understood “I heard X 
say”. The facilitator can only listen & can’t speak.
☑ Clarify: 5 mins: The facilitator clarifies the groups understanding
☑ Key Needs: 2 mins: Outlines key needs
☑ Q&A: 15 mins: Think, Pair, Share format
☑ Individual Brainstorm: 5 mins: Ideas go on board
☑ Quiet Reading & Voting on top 5 ideas: 5 mins
☑ Open Discussion
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Building Trust & 
Collaboration

HMW Build a 

culture of 

constant 

improvement & 

growth

✅ Quarterly Start/ Stop/ Continue 
Exercises

✅ Setting time aside for reflection & 
documentation

HMW reduce 
dependency on 
individuals? HIT BY 
THE BUS 
syndrome.

HMW leverage our learnings across projects better?
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HMW improve 

collaboration 

between data 

engineering & 

analysts?
HMW to bring 

problems out in 
the open & reduce 
“data frustration

🎉 Data Cribbing Parties 
Building Trust & 
Collaboration
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So…. that’s (mostly) the backstory of how 
our team became 

6X more agile in 2 years.
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So what does any of this 
have to do with DataOps?



DataOps is a 
discipline, not a 
product

PEOPLE

PROCESS TECHNOLOGY

DATA

DataOps is emerging as a new 
discipline— bringing principles of Agile, DevOps 

and Lean to Data Management

DataOps focuses on binding people, technology and processes to create an 
agile data culture.



🗄 Treat data, code, models and 
dashboards as assets
All data assets, from data to dashboards, are assets, and they 
should be treated like assets.

● Assets should be easily discoverable.
● Assets should be maintained.
● Assets should be easily reusable.

The DataOps Culture Code

Source: https://docs.atlan.com/our-manifesto/dataops-principles

🚀 Optimize for agility
In today’s world, as business needs evolve rapidly, data 
teams need to be a step ahead, not deluged with three 
months of backlog.
Constantly measure your team’s velocity, and invest in 
foundational initiatives to improve cycle times.

● Reduce dependencies between business, 
analysts and engineers.

● Enable a documentation-first culture.
● Automate whatever is repetitive.
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👥 Create systems of trust
With the inherent diversity of data teams, it's 
all too easy to misunderstand other team 
members' roles. But that creates trust 
deficiencies — especially when things go 
wrong! Intentionally create systems of trust in 
your team.

● Make everyone’s work accessible and 
discoverable to break down ‘tool’ 
silos.

● Create transparency in data pipelines 
and lineage so everyone can see and 
troubleshoot issues.

● Set up monitoring and alerting 
systems to proactively know when 
things break.

The DataOps Culture Code

🖇 Create a plug-and-play 
data stack
The data ecosystem will rapidly evolve. The 
tools, technology and infrastructure you use 
today will (and should) be different from the 
tools you use two years later.
Your data stack should allow your team to 
experiment and innovate as technology 
evolves, without creating lock-ins.

● Embrace tools that are open and 
extensible.

● Leverage a strong metadata layer to 
tie diverse tooling together.

Source: https://docs.atlan.com/our-manifesto/dataops-principles
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✨ User experience defines 
adoption velocity
Teams at Airbnb famously said, "Designing the 
interface and user experience of a data tool 
should not be an afterthought." Without good 
user experience, the best tools or most 
thoughtful processes won't be adopted in 
your team.
Invest in user experience, even for internal 
tools. It will define adoption velocity!

● Invest in simple and intuitive tools.
● Software shouldn't need training 

programs.

The DataOps Culture Code

🤝 It’s a team sport — 
collaboration is key

Data teams will always have a variety of roles, 
each with their own skills, favorite tools and 
DNA. Embrace the diversity, and create 
mechanisms for effective collaboration.

Source: https://docs.atlan.com/our-manifesto/dataops-principles
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https://www.slideshare.net/neo4j/graphconnect-europe-2017-democratizing-data-at-airbnb


 📧 p@atlan.com
@prukalpa

metadataweekly.substack.com
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