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Executive overview
Business intelligence (BI) is the coordinated use of data, models, analytics and visual communication to improve decisions. Effective BI does more than produce dashboards. It creates a shared version of performance, makes problems visible early, supports investigation and connects insight to accountable action.
	Core proposition
The value of BI is not the number of dashboards published. It is the quality, speed and consistency of the decisions those dashboards improve.



1. The BI capability model
	Capability
	Key question
	Good practice

	Strategy
	Which decisions should BI improve?
	Prioritised use cases linked to business outcomes.

	Data
	Can the organisation trust and access the required information?
	Governed sources, quality controls and lineage.

	Model
	Are measures defined consistently?
	Reusable semantic model and metric dictionary.

	Analysis
	Can users move from what happened to why and what next?
	Drill-down, segmentation, forecasting and experimentation.

	Experience
	Can each audience understand and act?
	Role-based views, clear visuals and accessible design.

	Governance
	Who owns definitions, access, change and risk?
	Decision rights, review forums and audit trail.

	Adoption
	Are insights embedded in operating routines?
	Training, meeting use, action tracking and benefit measurement.



2. BI maturity
	Level
	Characteristics
	Next priority

	1. Fragmented
	Spreadsheets, manual extracts, conflicting numbers.
	Agree core definitions and sources.

	2. Standardised
	Common reports and basic dashboards.
	Build governed models and quality controls.

	3. Integrated
	Cross-functional data, self-service and drill-through.
	Strengthen adoption, literacy and action workflows.

	4. Predictive
	Forecasting, propensity and early-warning models.
	Operationalise monitoring and model governance.

	5. Decision intelligence
	Insights, scenarios and workflow embedded in decisions.
	Optimise outcomes and continuously test value.



3. Architecture for trusted BI
Data sources and integration
Prioritise authoritative systems of record.
Capture data at the level needed for analysis, including time, location, channel and customer journey stage.
Use repeatable pipelines with logging, quality tests and recoverable failures.
Document lineage from source field to published metric.
Warehouse or lakehouse layer
Preserve history and standardise keys across systems.
Separate raw, curated and presentation-ready data.
Apply security classifications and retention rules.
Design for incremental refresh and scalable query performance.
Semantic model
The semantic model translates technical data into business concepts. It should contain governed measures, hierarchies, relationships and business-friendly terminology so that multiple reports calculate performance consistently.
4. Designing useful dashboards
	Audience
	Primary need
	Design emphasis

	Board
	Strategic risk, trend and outcome.
	Few measures, long-term context, material exceptions.

	Executive
	Enterprise performance and trade-offs.
	Targets, variance, forecast, accountability and action.

	Operational leader
	Where and why performance differs.
	Drill-down by team, site, channel, product and time.

	Frontline team
	What requires attention today.
	Clear priority, customer context and next action.

	Analyst
	Explore patterns and test hypotheses.
	Flexible filters, detail, export and statistical context.



Dashboard design rules
Start with the decision, not the chart.
Show status, trend, target and variance together where possible.
Use consistent scales and definitions across comparable views.
Limit decorative visuals that do not improve interpretation.
Make filters, refresh time and data coverage obvious.
Use colour sparingly and never as the only signal.
Provide drill-through to evidence and action details.
5. Customer experience intelligence
CX intelligence combines operational performance, customer feedback, behavioural data and quality observation. No single measure explains the full experience. The strongest approach connects what customers said, what they did, what employees delivered and what operational conditions were present.
	Data family
	Examples
	Decision supported

	Experience feedback
	CSAT, NPS, effort, complaints, verbatim.
	Prioritise pain points and recovery.

	Operational
	Wait time, response time, abandonment, resolution.
	Manage capacity and service standards.

	Behavioural
	Conversion, repeat contact, churn, digital journey.
	Identify friction and commercial impact.

	Quality observation
	Mystery shopping, call reviews, audits.
	Assess whether service behaviours and standards occur.

	Employee
	Engagement, tenure, training, roster, coaching.
	Understand capability and workforce drivers.

	Financial
	Revenue, margin, cost-to-serve, compensation.
	Quantify value and trade-offs.



	Triangulate before concluding
A decline in satisfaction may reflect service behaviour, demand spikes, process failure, product issues or changes in customer mix. BI should make competing explanations testable rather than presenting one metric as the cause.



6. Analytics ladder
	Type
	Question
	Example

	Descriptive
	What happened?
	Service score fell from the prior period.

	Diagnostic
	Why did it happen?
	Decline concentrated in one channel and time window.

	Predictive
	What is likely to happen?
	Customers with repeated unresolved contacts have higher churn risk.

	Prescriptive
	What action is most likely to help?
	Prioritise recovery calls and coaching for the affected segment.

	Experimental
	Did the action cause improvement?
	Compare a controlled pilot with business-as-usual locations.



7. Self-service BI with guardrails
Self-service BI can speed analysis, but unmanaged self-service creates duplicated datasets, inconsistent measures and security risk. The goal is governed freedom: trusted shared models, certified content, clear access rules and support for local exploration.
Publish certified semantic models for common domains.
Separate exploratory workspaces from approved executive reporting.
Control build, share and export permissions.
Provide templates, naming conventions and design standards.
Monitor duplicate models, unused content and high-risk sharing.
Train users in data interpretation, privacy and statistical limitations.
8. Governance and operating model
	Forum or role
	Key decisions

	BI steering group
	Portfolio priorities, investment, architecture and benefits.

	Data owner
	Definition, quality, access and acceptable use of a domain.

	Metric owner
	Formula, target, interpretation and change approval.

	BI product owner
	Backlog, user experience, adoption and lifecycle.

	Platform team
	Capacity, security, deployment and reliability.

	Analytics community
	Reusable methods, peer review and capability building.



9. Implementation roadmap
Identify the highest-value decisions and reporting pain points.
Create a BI portfolio and retire redundant outputs.
Agree core data domains, owners and metric definitions.
Establish the target architecture and security model.
Build a minimum viable semantic model for one priority domain.
Deliver role-based dashboards with clear action paths.
Embed the dashboards into operating meetings and routines.
Measure adoption, decision cycle time, data quality and realised benefits.
Expand to predictive analytics only after foundational trust is established.
Continuously simplify, consolidate and improve the BI estate.
10. BI success measures
	Outcome
	Example measures

	Trust
	Metric disputes, reconciliation defects, confidence survey.

	Speed
	Time to answer recurring questions; reporting cycle time.

	Adoption
	Active users, repeat use, meeting usage and self-service activity.

	Action
	Exceptions assigned, actions closed and decision lead time.

	Efficiency
	Reports retired, manual effort removed, infrastructure utilisation.

	Business impact
	Revenue protected, cost reduced, churn avoided, service improved.

	Risk
	Access incidents, uncontrolled exports, model failures and stale reports.



11. Executive checklist
The BI strategy starts with decisions and outcomes.
Data and metric owners are named.
A governed semantic model supports common reporting.
Dashboards are designed for distinct audience needs.
Security follows data sensitivity and role.
Self-service uses certified data and controlled permissions.
Every exception has an action pathway.
Adoption and business benefit are measured.
Predictive outputs are monitored and governed.
Unused, duplicated and low-value content is retired.
References and further reading
Microsoft Learn, Semantic models in the Power BI service, official product documentation.
Microsoft Learn, Power BI semantic models in Microsoft Fabric, official product documentation.
Microsoft Learn, Power BI semantic model designer documentation, official product documentation.
DAMA International, DAMA-DMBOK: Data Management Body of Knowledge.
International Business Communication Standards Association, IBCS Standards.
ISO/IEC 38505-1, Governance of data - Application of ISO/IEC 38500 to the governance of data.
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