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Let’s dive in



A lot has happened in our industry over 
the last 10+ years



We got some new tools



Source: https://mattturck.com/a-chart-of-the-big-data-ecosystem/



Source: https://mattturck.com/mad2023/



It’s gotten a lot easier to buy your entire 
data stack



Source: https://moderndata101.substack.com/p/evolution-of-the-data-stack-the-story





Companies have invested a lot in 
becoming “data-driven”





But some things haven’t changed…



Data teams still aren’t very good at 
measuring the value we deliver



Data Team ROI

Value Cost/
Pretty easy to 

measure
Complicated to 

measure









Data teams get labelled as cost centres, 
instead of value drivers





Data teams

2024
Post ZIRP economy



And we’ve got other problems too…



The “modern data stack” is designed to 
help you spend $$$



Initial costs are typically low…



Source: hps://syncari.com/blog/modern-data-stack-cost/

💸 But can scale very quickly…



Source: hps://syncari.com/blog/modern-data-stack-cost/

💸💸
💸💸



Tools abstract away complexity in favour 
of convenience





Addition is easy,
but deprecation can be…



Source: dbt Labs product spotlight & keynote, Coalesce 2023

…a little scary



Interplay of pricing models



Consumption based pricing Seat-based pricing



Snowball Effect
➔ More data volume

➔ More feature requests

➔ More data models

➔ More compute



Cost and usage data is not easily 
exposed or aggregated













Relationship between cost, volume or time

Cost

Data Volume (or Time) Data Volume (or Time)

Positive ROI requires 
controlling cost while scaling





Recommendations



Measure



1. Map out your tech stack





2. Categorize pricing models and identify 
sources of cost related data





Static Variable
Annual Contracts

Monthly Plans

Salaries

ELT

Warehouse

Transformation

Orchestration

Headcount



4. Source and model cost data



Sourcing variable cost data
Warehouses:

● https://github.com/get-select/dbt-snowflake-monitoring 
● https://github.com/kayrnt/dbt-bigquery-monitoring
● https://github.com/dbt-labs/redshift/

ETL:

● https://github.com/fivetran/dbt_fivetran_log 

https://github.com/get-select/dbt-snowflake-monitoring
https://github.com/Kayrnt/dbt-bigquery-monitoring
https://github.com/dbt-labs/redshift/
https://github.com/fivetran/dbt_fivetran_log






Building static costs from contracts



Building static costs from contracts



Create a cost model



4. Build Operating Cost Assets







Optimize



Controlling Costs by Lifecycle Stage

Source: Fundamentals of Data Engineering (Joe Reis and Matt Housley, 2022)

https://www.oreilly.com/library/view/fundamentals-of-data/9781098108298/


Snowflake Autosuspend Configuration

Reducing warehouse autosuspend 
time from 5 mins to 1 min saved 
64% of annual cost

Annual cost savings: ~$3K



 

Open Source and Free Tiers: ETL

We got burned by 
Fivetran one too 

many times, switch 
to Airbyte OS

Annual cost savings: ~$7.5K

Moved to Fivetran 
Free Tier for SaaS 

applications

��
Switching power 

and familiarity with 
multiple ETL tools

��



Consider Total Cost of Ownership



Consider Total Cost of Ownership



Human Behaviour:
Processes, Workflows, and 

Accountability



Processes
● “Use only what you need”
● Business need driven SLAs
● Data exhaust vs. data creation
● Asset deprecation process



Workflows
● Query optimization training
● Training for data producers and consumers
● Build cost optimization into your workflows
● Set cost safeguards where possible (e.g. resource monitors)
● Build cost monitoring dashboard and set up alerting
● Code reviews and feedback loops





Accountability

● Cost of feature delivery
● Share accountability
● Normalize cost discussions
● Educate on cost reduction



Scale



Forecasting
● Create targets and projections
● Use annualized metrics
● Track monthly and quarterly trends
● Alerting



Watch Outs
● Be skeptical and avoid linear scaling
● Ensure tool owners understand TCO and scaling costs
● Negotiate contract terms to reduce cost
● Avoid tool lock-in and weigh migration efforts



Cost Reduction Tools

*Disclaimer: I’m not sponsored by SELECT



Autonomous AI

*Disclaimer: I’m not sponsored by Sedai



Takeaways



Takeaways

Invest in cost measurement and monitoring1

Build cost containment feedback loops2

Drive accountability for cost containment3



If you’d like to chat, you can 
find me on LinkedIn 🥳


