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CASE STUDY

Reporting as a Product
The Fleet Reporting Product Framework

How a fragmented, ungoverned BI landscape became a governed, user-centred reporting product system — and

why the hardest part had nothing to do with the technology.

Pablo Martin · Senior Product Manager, bp Global Pricing · 2024–2025

Product Strategy · Data Governance · UX & Design Systems · Power BI

2 OVERVIEW

At a glance

ROLE

Product Manager — Fleet & B2B Pricing, bp

Global Pricing

DURATION

12 months, 2024–2025

SCOPE

Fleet Europe reporting — multiple markets,

multiple user groups, 15+ active reports

TEAM

1 product designer, 3 BI developers, 2 data

engineers, stakeholders across 6 European

markets

TOOLS

Figma (design system), Power BI (delivery),

Confluence (docs), Azure DevOps (backlog)

KEY OUTPUT

A six-stage Reporting Product Framework, a

mirrored Figma↔ Power BI design system, and

a single landing hub
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3 CONTEXT

Why reporting is a product problem

Organisations have invested heavily in data infrastructure — pipelines,

warehouses, semantic layers, BI platforms. But one of the most persistent failures

in analytics isn't technical. It's the absence of product thinking applied to the

layer users actually see: the report.

The gap between data infrastructure investment and actual decision-making

improvement is, in most organisations, enormous. Data exists but isn't trusted,

discoverable, or designed around how commercial decisions actually get made.

Reports are treated as outputs — things that get built and delivered — rather

than products that have users, purposes, lifecycles and owners.

HBR, 2025 — DATA, ANALYTICS & AI INVESTMENT

Cultural challenges— not
technical ones

are the most cited obstacle to becoming a data-driven

organisation.

Only a minority of Fortune 1000 executives report having

achieved a truly data-driven culture.

The reason: data that exists but isn't trusted, discoverable, or

designed around real decisions.
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4 DIAGNOSIS

The situation I inherited
An audit of the fleet reporting landscape surfaced a textbook case of reporting built as a technical deliverable, not a product.

1

Fragmentation without standards

No shared design system, brand guidelines, or

documentation. Fifteen reports built by fifteen

different people, each with their own layout,

colour and navigation logic.

2

Discoverability failure

No landing page, index or status information. A

pricing lead manually compiled market data

every week — unaware that a report already

replaced that entire workflow.

3

No ownership, no lifecycle

Reports had no defined owners. When

contractors left, so did the knowledge of how

each report worked. Nobody knew who to call

when something broke.
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5 WHY IT MATTERED

The moment that mattered

“
The most damaging feedback came from a pricing lead who had been manually compiling market performance

data from spreadsheets every week. A report that would have replaced that entire workflow already existed. She

had never been told.

A report that nobody knows exists has zero business value.

Discoverability is not a communications problem. It is a product problem.
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6 STRATEGY

Making the case for change
Stakeholders hadn't asked for a reporting transformation. They'd asked for reports. The distinction mattered — so I framed the problem in commercial terms.

1

Discoverability drives adoption

Reports nobody knows about generate no value.

A centralised landing hub would immediately

surface existing investment.

2

Standards reduce future cost

Every report built to a consistent standard is

cheaper to maintain, easier to hand over, and

faster to iterate on.

3

Governance protects trust

A report users can't trust is worse than no report.

Validation and ownership protect the integrity of

the data behind commercial decisions.

≈ 3months of sustained argument before the initiative had enough stakeholder support to proceed formally — the most important

and least visible part of any product transformation.
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7 THE SOLUTION

The Reporting Product Framework
A six-stage lifecycle, drawn from data-as-a-product and data mesh principles. Each stage gates the next — nothing moves forward without a defined deliverable.

1

Discovery &

Strategy

Why this report? Who is it

for?

2

UX & Product

Design

Story, wireframes, review

3

Design System &

Components

Figma↔ Power BI library

4

Development

Standards

Naming, measures,

pipelines

5

App Deployment &

Audience

Managed apps, access,

analytics

6

Testing, Validation

& Sign-off

Business, data, UAT,

owner
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8 FRAMEWORK IN DETAIL — STAGES 1–3

Discover, design, standardise

01

Discovery & Reporting Strategy

Every report starts with a formal Reporting

Strategy Document — audience, decisions

supported, consumption pattern, and the action

each page should drive. If a page doesn't lead to

a decision, it doesn't get built.

02

UX & Product Design

Wireframes and high-fidelity designs follow

sixteen dashboard principles: commercial

outcomes first, macro-to-micro flow, alerts

surfaced early, context always visible. Reviewed

with a real stakeholder before build.

03

Design System & Components

A governed component library — charts, colour

tokens, navigation, filters, KPI cards, alerts —

mirrored across Figma and Power BI, so any two

reports feel like one product.
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9 FRAMEWORK IN DETAIL — STAGES 4–6

Build, deploy, validate
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