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EXECUTIVE SUMMARY 
Business intelligence platforms are often introduced to improve decision-making, but over time 

many organizations find that reporting becomes a source of friction rather than clarity. Executives 

complain that dashboards cannot answer follow-up questions, while analysts struggle with overly 

complex models that are difficult to maintain. In parallel, legacy reporting systems such as SSRS 

remain business-critical but increasingly fragile, making change risky and slow. 

This whitepaper presents a real-world case study in Business Intelligence and Reporting, focused on 

Microsoft Power BI and SQL Server Reporting Services (SSRS). It demonstrates how aligning data 

models, DAX patterns, governance practices, and operational readiness creates a reporting stack 

that serves both executive decision-makers and power users without devolving into chaos. 

Rather than treating BI as a visualization problem, this paper frames reporting as a contract 

between data, logic, and users. When that contract is explicit and well-designed, reports become 

trusted operational tools instead of recurring points of contention. 

 

1. THE CUSTOMER PROBLEM SPACE 
1.1 Reports That Are Either Too Rigid or Too Chaotic 

A common failure mode in BI platforms is the emergence of two extremes. At one end, reports are 

highly curated but inflexible. They answer a predefined set of questions and break down when users 

attempt even modest variations. At the other end, self-service is unrestricted, leading to a 

proliferation of reports built from raw data with inconsistent logic and definitions. 

In both cases, users are frustrated. Executives feel constrained by rigid dashboards that cannot 

adapt to real business conversations, while analysts and power users spend excessive time 

rebuilding logic that already exists elsewhere. Over time, the organization accumulates dozens—or 

hundreds—of reports that claim to represent the same metrics but produce different results. 

This fragmentation undermines trust in the BI platform and shifts focus away from decision-making 

toward reconciliation. 
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1.2 DAX as a Bottleneck Rather Than an Enabler 

In many Power BI implementations, DAX measures are written with a single goal in mind: producing 

the correct number. If a measure returns the expected result for a given visual, it is often considered 

complete. Performance, readability, and long-term maintainability are treated as secondary 

concerns, if they are considered at all. 

This approach works initially, especially in small models or early adoption phases. Over time, 

however, it becomes one of the primary reasons BI platforms fail to scale. 

 

Why Functional DAX Breaks Down at Scale 

DAX is a powerful language that operates through context transitions, filter propagation, and storage 

engine interactions. Measures that appear simple can trigger expensive operations under the hood, 

especially when evaluated repeatedly across large visuals or multiple slicers. 

Common patterns observed include: 

• Repeated use of CALCULATE inside iterators without understanding context cost 

• Nested measures that recompute the same logic multiple times 

• Complex time intelligence logic duplicated across reports 

• Row-by-row calculations applied to large fact tables unnecessarily 

These patterns produce correct results, but they do so inefficiently. As data volumes grow and 

report interactivity increases, performance degrades in ways that are difficult to diagnose. 

 

Performance Issues Masquerading as “Power BI Slowness” 

When DAX is written purely for functionality, performance problems often surface indirectly. 

Reports feel sluggish. Visuals take seconds to render. Refresh times increase. These symptoms are 

frequently attributed to dataset size, gateway limitations, or the Power BI service itself. 

In reality, the root cause is often measure design. 

Because functional DAX hides inefficiency behind abstraction, teams respond by: 

• Adding more capacity 

• Splitting models unnecessarily 

• Disabling interactivity 

• Accepting slower response times as inevitable 

These workarounds treat symptoms rather than addressing the underlying issue. 

 

Readability and Performance Are Linked 
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One of the most overlooked aspects of DAX performance is readability. Measures written quickly, 

with deeply nested expressions and unclear intent, are harder to reason about and optimize. 

When developers do not clearly understand: 

• Which filters are applied 

• Where context changes occur 

• Which calculations are reused 

…performance tuning becomes risky. Changes made to improve speed often introduce subtle 

correctness bugs, reinforcing the tendency to leave inefficient logic untouched. 

In this way, poor readability indirectly locks in poor performance. 

 

The Cost of Ignoring Performance Early 

DAX performance issues compound over time. Measures are copied, extended, and layered on top 

of each other. What began as a small inefficiency becomes embedded in dozens of reports. 

Eventually: 

• Model changes become high-risk 

• New measures inherit old inefficiencies 

• Performance tuning requires deep refactoring instead of incremental improvement 

At this stage, DAX is no longer an enabler of self-service analytics. It becomes a constraint that limits 

adoption and confidence. 

 

Treating DAX as Production Code 

The most successful BI platforms treat DAX the same way they treat application code. Measures are 

designed intentionally, reviewed for performance implications, and built on shared patterns rather 

than improvisation. 

Correctness is necessary—but it is not sufficient. DAX that merely “works” today often becomes 

tomorrow’s performance bottleneck. 

By designing DAX for both correctness and efficiency from the outset, organizations avoid a class of 

scalability problems that are far more expensive to fix after adoption has grown. 

 

 

1.3 One Reporting Foundation for All Audiences: A Design Compromise That Fails Everyone 

A common BI design assumption is that all reports—internal management dashboards, operational 

reports, and external or customer-facing reports—should be built on a single shared foundation. The 

intent is efficiency: define metrics once, reuse models everywhere, and reduce duplication. 



Enabled Business Solutions 
 

4 
 

In practice, this approach often produces the opposite result. 

Internal and external reporting serve very different purposes, operate under different constraints, 

and succeed by optimizing for different outcomes. When organizations attempt to force both onto 

the same semantic and technical foundation, they usually end up with a platform that is overly 

complex for internal users and insufficiently robust for external ones. 

 

Internal Reporting Optimizes for Exploration 

Internal reports are designed to support decision-making, investigation, and iteration. Business users 

expect to slice, filter, and pivot data freely as conversations evolve. 

Key characteristics of internal reporting include: 

• Flexible dimensionality and drill paths 

• Tolerance for evolving definitions 

• Performance tuned for interactivity 

• Users who can ask follow-up questions rather than consume fixed outputs 

Internal BI benefits from models that prioritize usability and analytical freedom, even if that 

introduces some complexity behind the scenes. 

 

External Reporting Optimizes for Stability and Consistency 

External or customer-facing reports serve a different role. They are part of a product or contractual 

interface and must be predictable, performant, and defensible. 

External reporting typically requires: 

• Fixed definitions and limited variability 

• Strict performance guarantees 

• Strong governance and version control 

• Clear ownership and change management 

Here, flexibility is a liability. Stability, clarity, and trust matter more than exploratory power. 

 

Why a Single Foundation Creates Tension 

When both internal and external reporting are built on the same dataset, model, and calculation 

layer, design trade-offs collide: 

• Measures become overly defensive to handle all scenarios 

• Performance optimizations for external workloads reduce internal flexibility 

• Governance requirements for external reports slow internal iteration 
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• Model complexity grows to satisfy incompatible needs 

Over time, the shared foundation becomes bloated and fragile. Changes made to support one 

audience unintentionally impact the other, increasing risk and reducing confidence across the board. 

 

The Hidden Cost of Over-Generalization 

Organizations often justify a single foundation as a way to reduce duplication. In reality, they 

introduce a different kind of waste: 

• Analysts work around constraints by exporting data 

• External consumers experience unnecessary variability 

• Performance tuning becomes harder, not easier 

• Governance discussions turn into exceptions and special cases 

The BI platform becomes harder to evolve precisely because it is trying to serve too many purposes 

at once. 

 

Designing for Intent, Not Uniformity 

Successful BI platforms recognize that shared definitions do not require shared implementations. 

Core business logic can be consistent while delivery mechanisms differ. 

By separating internal analytical models from externally governed reporting layers: 

• Internal users regain speed and flexibility 

• External reports gain stability and predictability 

• Performance tuning becomes more targeted 

• Change risk is reduced 

Uniformity feels efficient, but intent-driven design scales better. 

Treating internal and external reporting as distinct—but aligned—capabilities allows each to reach 

its full potential. When organizations stop forcing them into the same mold, both clarity and trust 

improve. 

 

2. CONSULTING APPROACH: BI AS A GOVERNED SYSTEM 
The approach applied in this case study treated Business Intelligence as a system composed of 

interconnected layers: data models, calculation logic, report design, and operational processes. 

Rather than optimizing any single layer in isolation, the engagement focused on aligning them 

around real usage patterns and organizational needs. 

Three principles guided the work: 

1. Separate business logic from visualization 
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2. Optimize for both performance and readability 

3. Introduce governance without sacrificing flexibility 

This balance allowed the BI platform to scale while remaining usable by diverse audiences. 

 

3. POWER BI DATA MODELING AND DAX DESIGN 
3.1 Designing Models Around How Decisions Are Made, Not How Data Exists 

The purpose of a report is not to present all available data on a single screen. It is to help users 

quickly identify what matters, understand why it matters, and decide what to do next. When reports 

attempt to show everything at once, they overwhelm users and obscure the very signals they are 

meant to reveal. 

Effective reporting is fundamentally about guiding attention. 

 

From Data Density to Decision Clarity 

Many BI models are designed by starting from the source system: tables, columns, and relationships 

are exposed broadly so that nothing is “lost.” This approach optimizes for completeness, not 

usability. 

In practice, users do not need to see everything. They need help identifying: 

• Where performance deviates from expectation 

• Which metrics require attention 

• How different dimensions influence outcomes 

Reports that attempt to answer every question simultaneously force users to perform this triage 

themselves, increasing cognitive load and reducing confidence in the results. 

 

Surfacing Points of Interest 

Well-designed models and reports act as filters, not mirrors. They surface points of interest—

outliers, trends, thresholds, and changes—while pushing secondary detail behind interactions such 

as drill-through, tooltips, or secondary pages. 

This design approach: 

• Reduces visual noise 

• Improves initial load performance 

• Encourages focused exploration rather than passive scanning 

• Aligns report structure with real decision workflows 

The first screen of a report should tell users where to look, not everything there is to see. 
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Modeling to Support Progressive Disclosure 

Data models play a critical role in enabling this behavior. When models are designed around 

common analytical paths, reports can progressively reveal detail without recalculating or 

reinterpreting logic at each step. 

This requires: 

• Clear separation between summary measures and detailed breakdowns 

• Predictable relationships that support intuitive drill paths 

• Measures that behave consistently as context changes 

When these elements are in place, reports remain responsive even as users explore deeper layers of 

detail. 

 

Preventing Over-Design as a Failure Mode 

Overly dense reports often emerge from good intentions—attempts to anticipate every question or 

satisfy every stakeholder at once. The result is a screen that no one fully understands and no one 

fully trusts. 

By contrast, reports designed to highlight key signals first allow: 

• Executives to grasp the situation quickly 

• Analysts to investigate efficiently 

• Teams to focus conversations on decisions rather than interpretation 

Clarity is not achieved by omission of data, but by intentional sequencing of information. 

 

Reports as Decision Interfaces 

The most effective BI platforms treat reports as interfaces for decision-making, not repositories of 

data. Their success is measured not by how much information they display, but by how quickly users 

can identify issues, ask better questions, and take action. 

Designing models and reports around this principle transforms BI from a presentation layer into a 

practical operational tool—one that supports insight without overwhelming its audience. 

 

3.2 Establishing Sustainable DAX Patterns 

DAX design focused on establishing consistent, reusable patterns rather than ad-hoc solutions. 

Measures were structured to separate base calculations from derived logic, making them easier to 

understand and modify. 

Time intelligence was standardized across the model, ensuring that year-to-date, period-over-

period, and rolling metrics behaved consistently regardless of report context. This eliminated a 

common source of confusion and reduced the need for report-specific overrides. 
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Importantly, readability was treated as a performance concern. Clear, well-structured measures 

were easier to troubleshoot and optimize, leading to faster resolution of issues when they arose. 

3.3 Microsoft Fabric, Data Lakes, and the Shift in the BI Landscape 

The Business Intelligence landscape has changed significantly in recent years. Traditional BI 

architectures were built around tightly scoped data models, curated datasets, and predefined 

reporting paths. While these remain essential, the emergence of Microsoft Fabric, lake-centric 

architectures, and AI-assisted analysis has expanded both the possibilities and the risks of modern 

analytics platforms. 

Migration to Fabric is not simply a tooling change—it represents a shift in how data is stored, 

accessed, and interpreted. 

 

From Datasets to Lake-Centric Analytics 

Historically, BI systems relied heavily on structured datasets designed specifically for reporting. Data 

lakes existed, but they were often isolated from day-to-day BI workflows. 

Fabric brings data lakes to the center of the analytics stack. With OneLake and lakehouse patterns, 

raw, curated, and aggregated data coexist within a unified platform. This reduces duplication and 

simplifies integration, but it also changes responsibility boundaries. 

When everyone can access the lake, modeling and governance become more important, not less. 

Without intentional structure: 

• Analysts bypass semantic models and query raw data directly 

• Logic is reimplemented inconsistently across notebooks, reports, and tools 

• Performance and cost become unpredictable 

• Trust erodes as multiple interpretations of the same data emerge 

Fabric rewards organizations that treat the semantic layer as a first-class contract, even in a lake-first 

world. 

 

Semantic Models Still Matter—Even More Than Before 

The rise of lakehouse architectures sometimes leads to the misconception that semantic models are 

optional. In practice, the opposite is true. 

As data volume and accessibility increase: 

• Business logic must be defined explicitly 

• Metrics must be consistent across tools 

• Security and row-level access must be enforced centrally 

• Performance must be optimized for consumption, not exploration alone 
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Power BI semantic models, when designed well, act as the stabilizing layer between open data 

platforms and business decision-making. They provide clarity in an environment that would 

otherwise favor flexibility at the expense of trust. 

 

AI Changes How Users Interact With Data 

AI-assisted analytics fundamentally alters user expectations. With natural language queries, Copilot-

style experiences, and automated insight generation, users no longer interact only through 

predefined visuals. 

This shift introduces new considerations: 

• AI systems depend on clean, well-defined semantic models 

• Poorly designed measures lead to misleading AI-generated insights 

• Governance failures are amplified when AI can query broadly 

• Explainability becomes critical when answers are generated, not calculated manually 

AI does not remove the need for good BI design—it magnifies its importance. 

A poorly governed model exposed to AI produces faster confusion, not faster insight. 

 

New Capabilities, Old Responsibilities 

Fabric simplifies many aspects of analytics that previously required niche skills: orchestration, 

storage management, integration, and scaling. This lowers the barrier to entry, but it does not 

eliminate the need for architectural intent. 

The organizations that benefit most from Fabric: 

• Clearly separate raw, curated, and consumable data 

• Treat BI models as governed interfaces, not convenience layers 

• Design for both human and AI consumers 

• Maintain ownership over business logic, even as tooling evolves 

Those that do not often recreate old problems at greater scale. 

 

BI in the Age of Fabric and AI 

The modern BI platform is no longer just a reporting stack. It is an analytics ecosystem where data 

engineers, analysts, executives, and AI systems all operate on the same foundation. 

In this environment, success depends less on tools and more on design discipline: 

• Clear intent 

• Explicit contracts 
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• Governed flexibility 

Microsoft Fabric and AI offer powerful leverage, but only when paired with the principles that make 

BI trustworthy in the first place. Without those principles, speed increases—but clarity does not. 

 

4. GOVERNANCE WITHOUT RIGIDITY 
4.1 Shared Datasets and Certified Metrics 

Governance was implemented through shared datasets and certified models rather than restrictive 

controls. Core business metrics were defined once and reused across reports, ensuring consistency 

without limiting analytical freedom. 

Certified datasets provided a trusted foundation for self-service, reducing duplication while allowing 

teams to build their own views on top of common definitions. 

 

4.2 Naming Conventions and Performance Guardrails 

Clear naming conventions and documentation improved discoverability and reduced ambiguity. 

Performance guardrails, such as limits on expensive calculations and guidance on filter usage, helped 

prevent accidental degradation as usage grew. 

These practices shifted governance from enforcement to enablement. 

 

5. BUSINESS OUTCOMES 
The redesigned BI and reporting stack delivered measurable improvements. Users stopped exporting 

data to Excel as a workaround because reports could answer follow-up questions directly. Time 

spent debating numbers decreased as definitions became consistent and transparent. 

Reports evolved from static deliverables into reliable operational tools, supporting daily decision-

making rather than periodic reviews. Maintenance effort declined as clean models and reusable logic 

reduced the need for ongoing fixes. 

 

6. WHY THIS MATTERS FOR ORGANIZATIONS 
Business intelligence platforms succeed or fail based on trust. When users trust the numbers and 

understand where they come from, reports become catalysts for action rather than sources of 

debate. 

This case study demonstrates that thoughtful BI and reporting design—grounded in governance, 

performance, and usability—creates platforms that scale with organizational complexity while 

remaining approachable for end users. 

 

8. CONCLUSION 
Effective Business Intelligence is not about choosing between control and flexibility. It is about 

designing systems where structure enables freedom rather than constraining it. 
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By aligning data models, DAX patterns, reporting tools, and governance practices, organizations can 

build BI platforms that serve both executives and analysts, delivering consistent insight without 

constant firefighting. 
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