
Building Data Literacy
In the Microsoft Data Platform Era



• Explore the basics of Data Literacy

o How does it apply to everyone?

o What makes it so important?

• Find ways to measure Data Literacy

o In a Microsoft Environment

• Discuss how to meaningfully improve Data Literacy

o What does ‘training’ mean?

o Whose job is it even?

• How AI influences all of this…

In this presentation…
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What is Data Literacy?

“The ability to explore, understand, and communicate with data in a meaningful way.”

- Tableau

“Data literacy is the ability to read, write and communicate data in context,...”

- Gartner

“Data Literacy refers to the essential 21st century skill of collecting, managing, 

evaluating, and applying data in a critical manner.”

- Wikipedia

https://www.tableau.com/data-insights/data-literacy/what-is
https://www.gartner.com/en/information-technology/glossary/data-literacy
https://de.wikipedia.org/wiki/Datenkompetenz


What is Data Literacy?

DECIDE 

with data

READ data

COMMUNICATE 

with data

WORK 

with data

Often portrayed in a ladder system:



DECIDE 

with data

READ data

COMMUNICATE 

with data

WORK 

with data

=

=

=

=

Interpret results and act

Present findings, argue insights

Manipulate, analyze, transform

Understand charts, dashboards, 

datasets
Trust; Confidence

Self-service

Influence

Innovate 

competitively



Why does Data Literacy matter?

In a self-service environment like Fabric/ Power BI, data literacy empowers users 

to explore and analyze data without dependence on IT

And without it?

• Poor decisions due to misinterpretation

• Mistrust or misuse of reports

• Adoption of new platforms stagnates

• Data governance suffers



In a day-to-day, data-driven environment, data literacy empowers us to explore 

and analyze data by depending on our critical thinking skills.
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In a day-to-day, data-driven environment, data literacy empowers us to explore 

and analyze data by depending on our critical thinking skills.

Source: If Google Was A Guy

https://youtu.be/Cxqca4RQd_M?si=yZlooU6rh4sxM8Kv


Why does Data Literacy matter?

- Spot biases or manipulation

o Not only in the report, but in yourself as well

- Judge the credibility of sources

- Be able to act and decide by interpreting everyday data correctly

All rooted in the ability to think critically and research meaningfully..



So how do you measure it?

Is everyone in your company data literate?

Are people in your personal environment data literate?

How and where do you start measuring it?

- People must be verbally, numerically, and graphically literate

- How to measure abstract values like critical thinking?



So how do you measure it?

1.Self-assessment

2.Normed quizzes

3.Observed behavior



1. Self-assessment

- This is always a highly subjective matter!

o Self-esteem, personality, environment play an influential role

- Most valuable in context: 

o Which role does the employee occupy?

- Measurement over time:

o Which impact has training had?

o Did it improve confidence?



1. Self-assessment

DECIDE 

with data

READ data

COMMUNICATE 

with data

WORK 

with data

What to evaluate?



DECIDE 

with data
READ data

COMMUNICATE 

with data

WORK 

with data

- Discover

- Evaluate

- Interpret

- Collect

- Analyze

- Transform

- Curate

- Manage

- Interpret

- Visualize

- Present

- Innovate

- Conclude

- Drive decisions



How to evaluate?

Competency Rating Scale:

Level 1 I can finish simple tasks with clear instruction/ guidance

Level 2 I can finish tasks on my own

Level 3 I can solve problems on my own

Level 4 I can assist others with simple tasks and problems

Level 5 I can teach others to solve complex tasks and problems



Discover data

I can open a 

specified dataset/ 

report in a location 

provided to me

I can browse and 

access the data I 

need from a range 

of sources

I can search various 

sources to find data 

related to my needs

I can help others

search a range of 

sources related to 

their needs

I can teach others 

how to find and 

access the data they 

need

Analyze data

I can use simple 

tools provided to 

me to undertake 

analysis

I can use the most 

appropriate tool for 

my analysis

I can research/ 

create the most 

appropriate tool for 

my analysis

I can help others 

select and use the 

most appropriate 

tools

I can teach others 

which tools are 

most appropriate 

and why





Visualize data

I can use templates

to create tables and 

charts presenting 

data provided to 

me

I can create 

meaningful tables 

and charts to 

present a dataset

I can visually 

present data from a 

range of sources 

meaningfully

I can help others

visually present 

simple data sources

I can teach others 

how to visually 

present data 

meaningfully

Question data

I can answer basic 

questions given 

with data provided 

to me

I can find answers 

regarding a stated 

question in a range 

of data sources

I know what to ask 

and where to find 

answers regarding 

a broader issue

I can assist others 

in pointing out what 

to ask and where to 

find answers

I can teach others 

how to ask the right 

questions and 

where to find 

answers



2. Quizzes/ Tests

- Can raise awareness

o About unknown deficiencies or about topics/ issues in general

- Can already be tailored to emphasis specific topics or accommodate roles

- Measurement over time:

o Did training measures succeed?



2. Quizzes/ Tests



2. Quizzes/ Tests



2. Quizzes/ Tests

- Relevancy to the role/ business

- Adjusting difficulty

- Best usecase: check if implemented training was successful



3. Observed behavior

=   Monitor usage trends 

- In a self-service setting like Fabric/ Power BI → measuring Data Literacy through 

interaction

- FUAM to track adoption

- Monitor report performances

- ! Important to have an established governance foundation, allowing everyone easily 

understandable and secure access

- Define and publish certified datasets 

- Provide templated reports

- Implement RLS beforehand



3. Observed behavior

=   Monitor usage trends 

- Measure data-literacy maturity in a self-service setting needs Telemetry that Fabric / 

Power BI already captures

- The program should be flexible and measurement should apply to work-council and 

other regulatory standards



3. Observed behavior

=   Monitor usage trends 

Ability Typical behaviours Examples of Power BI signals

Read
Finds certified data, uses filters, interprets 

visuals correctly
Report Views, Distinct Pages Viewed

Work

Adds slices, drills, creates personal 

bookmarks, builds reports, built semantic 

models, write DAX, publishes to workspace

ViewReport + QueryDataset events, 

CreateReport, CreateDataset events

Communicate & 

Share

Shares links, schedules subscriptions, 

comments
ShareDashboard, CreateSubscription

Governance habits
Uses certified datasets, applies sensitivity 

labels
Dataset lineage + label activity



3. Observed behavior

=   Capture quantitative evidence with standard Fabric telemetry

Source What it gives you How to enable / query

Usage Metrics 

report (per-item & 

workspace)

90-day counts of views, shares, retention 

curves, device split

Available to every workspace admin →

View usage metrics report

More advanced with FUAM

Tenant Activity Log 

(Audit)

Raw events such as ViewReport, 

CreateReport, UpdateDataset, 

ShareDashboard with actor, timestamp, 

workspace

Pull via Admin – Get Activity Events REST API 

or PowerShell Get-PowerBIActivityEvent; up to 

30 days per

More advanced on the FUAM Lakehouse Data

Adoption-tracking 

guidance
Possible KPIs, Measures Microsoft Adoption Playbook

Fabric adoption 

roadmap
Maturity definitions & benchmark questions

Helps translate telemetry into laddered maturity 

levels



3. Observed behavior

=   Capture quantitative evidence with standard Fabric telemetry

Component Typical Power BI signals Why it matters

Active Creators 

(30 %)

• Distinct users who triggered CreateReport, CreateDataset, 

UpdateDataset, PublishApp in the Activity Log during the period

• Usually expressed as a percentage of licensed users in the 

same business unit to stay size-neutral

Captures the breadth of 

self-service authorship—people 

moving from consumption to 

creation

Depth of Interacti

on (20 %)

• Median drill-through actions per session (DrillThroughReport

events)

• Avg. filters/slicers applied

• % of sessions with > 1 page viewed

Indicates analytical “stickiness”: 

users don’t just glance at a KPI—

they explore

Sharing Index 

(15 %)

Weighted sum of:

• ShareReport and ShareDashboard events (x 1)

• New subscriptions (CreateSubscription) (x 1.5)

• Mentions/comments via Teams integration (x 2)

Collaboration is a strong 

predictor of data-driven 

decision-making culture

Governance Com

pliance (15 %)

• % of reports built on certified or promoted datasets

• % of artefacts with a sensitivity label

• % workspaces in the Production capacity tier

Ensures self-service growth 

doesn’t erode trust, security or 

lineage



3. Observed behavior

=   Capture quantitative evidence with standard Fabric telemetry



Oli FUAM Scoring

FUAM

Tenant 

meta data
Activity logs

Capacity 

Refreshes
User Accesses

Capacity 

Metrics

BPA & VertiPaq 

Engine data

Data ingestion
modular structure Orchestration Pipeline 

“Schedule one pipeline and get all the data”

Pipeline 
E2E module

Pipeline 
E2E module

Pipeline 
E2E module

Incremental load Full load

FUAM Lakehouse 
unified data model

Delta Tables Raw Files

Reporting
via DirectLake mode

Scope: tenant wideScope: workspaces on dedicated capacities Scope: top outliers

Activity anomalies

Tenant Settings Active Users

Capacity Characteristics

Semantic Catalog

In-depth Engine Analysis

Item Impact Analysis

Tenant Overview

Report Usage

Capacity Refreshes

Workspace Characteristics with Trend Analysis

Overall Timeline View

Platform 

Owners
Product 

Owners

Fabric 

Admins
…

Shortcut

Optimization module

Intelligent engine level 

diagnostic of top CU 

consumers

Best Practice 

Checks

your data

EntraID Metadata

Company Information

Literacy Classifications

& Meta Data

FinOps Controlling Data



And how do you improve it?

- Define clear goals and metrics

- Raise awareness

o Communicate the values of data literacy

o “Data days”, webinars, newsletters

- Training and enablement

o Tiered learning paths based on user roles (workshops, internal 

communities, train-the-trainer models, …)



Who should take care of it?

- Gap of expectations 

- Responsibility to learn vs. responsibility to teach?

- Everybody expects the other to do it



Cost and Investment

“We already invested in BI tools and platforms.”

“Training everyone is not cost-effective.”

“Learning data skills on my own costs my time 

and energy.”



Time and Capacity

“We can’t pull teams out of their daily work.”

“Learning should happen on the job.”

“There’s no protected time to practice.”

“Learning data skills feels like extra unpaid work.”



Responsibility 

“Data literacy is a universally required skill 

nowadays.”

“People don’t engage with the training we offer.”

“If it’s important, why isn’t it formalized?”

“We are expected to be data-driven but not 

taught how.”



Motivation and Confidence

“You can’t teach motivation.”

“Not everyone wants to work with data.”

“Numbers look intimidating and I will look 

incredibly stupid.”



Source

82% 
Of leaders expect basic data 

literacy from all employees

47% 
Of employees say that they have 

been offered data training

Forrester Consulting – Building Data Literacy – February 2022

https://wp.sfdcdigital.com/tableau/en-us/wp-content/uploads/sites/47/Data%20Literacy/Forrester_Building_Data_Literacy_Tableau_Mar2022.pdf


47% 
Of employees say that they have 

been offered data training

79% 
Of leaders say their department is 

successfully equipping their 

employees with the data skills they 

are expected to have

40% 
Of employees say their organization 

has successfully equipped them with 

the data skills they are expected to 

have

Source

https://wp.sfdcdigital.com/tableau/en-us/wp-content/uploads/sites/47/Data%20Literacy/Forrester_Building_Data_Literacy_Tableau_Mar2022.pdf


Source

47% 
Of employees say that they have 

been offered data training

https://wp.sfdcdigital.com/tableau/en-us/wp-content/uploads/sites/47/Data%20Literacy/Forrester_Building_Data_Literacy_Tableau_Mar2022.pdf


Source

% of employees who think Data Training is ‘important’ or  ‘very important’

85%

83% 90%

80%

86%

87% 86%

81%

https://wp.sfdcdigital.com/tableau/en-us/wp-content/uploads/sites/47/Data%20Literacy/Forrester_Building_Data_Literacy_Tableau_Mar2022.pdf


Source

WHO WANTS DATA TRAINING?

WHO TELLS MANAGEMENT?

26% 
Of employees say that they 

talked to management about 

wanting more data training.

16% 
Of employees say that they 

complained about the amount 

of data training offered.

https://wp.sfdcdigital.com/tableau/en-us/wp-content/uploads/sites/47/Data%20Literacy/Forrester_Building_Data_Literacy_Tableau_Mar2022.pdf


Lack of skilled staff 

to lead training

Lack of budget Lack of knowledge 

on how to 

improve data skills

Lack of support 

from the wider 

organization

Lack of a data 

culture

Resistance from 

the employees

Inadequate 

training materials



Lack of skilled staff 

to lead training

Lack of budget Lack of knowledge 

on how to 

improve data skills

Lack of support 

from the wider 

organization

Lack of a data 

culture

Resistance from 

the employees

Inadequate 

training materials



How to solve this?

Governance

- Make things easy to access and understand

- Ensure data quality

- Utilize embedded tools like Power BI descriptions, tooltips, formatting

- Maintain easy to find and read data glossaries and documentations

→Guided Self-Service

→Establish confidence



How to solve this?

Training and Enablement

- Leadership commitment

- Communicate the value of Data Literacy

- Data-days, webinars, newsletters

- Train-the-Trainer, Lunch-and-Learn models

- Tiered learning paths, based on role, create relevancy

→ Keep Motivation high



How to solve this?

Tool Familiarity

- Smaller onboarding sessions introducing Power BI/ Fabric

- Create a defined system for support, practice communities

Gamification

- Not a competition!

- But value top contribution

- System for badges, certifications for completing certain milestones



AI and Data Literacy

- Understand LLMs

o Where they receive information from

o How they are coded

- Write effective prompts, skill to phrase good prompts

- Correctly interpret a reply 

- Potential inaccuracies and hallucinations



But that’s not the point.



But that’s not the point.



But that’s not the point.



Understanding is NOT retention.

Exposure is NOT expertise.













“This study focuses on finding out the 

cognitive cost of using an LLM in the 

educational context (…)”

“Brain connectivity systematically scaled 

down with the amount of external support: 

(…)”

“…LLM group fell behind in their ability to 

quote from the essays they wrote just 

minutes prior.”

“We hope this study serves as a preliminary 

guide to encourage better understanding of 

the cognitive and practical impacts of AI 

on learning environments.”

Scan or Click for Source:

https://arxiv.org/pdf/2506.08872v2


“The effects of using LLMs versus traditional 

web search on depth of learning are 

explored.”

“(…) shallower knowledge accrues from an 

inherent feature of LLMs – the presentation 

of results as summaries of vast arrays of 

information rather than individual search 

links – (…)”

“(…) those who learn from LLM syntheses 

feel less invested in forming their advice, 

and, more importantly, create advice that is 

sparser, less original, and ultimately less 

likely to be adopted by recipients.”

Scan or Click for Source:

https://academic.oup.com/pnasnexus/article/4/10/pgaf316/8303888


“GenAI tools are the latest in a long line of 

technologies that raise questions about 

their impact on the quality of human 

thought (…)”

“Output diversity is a proxy for critical 

thinking, and a flawed one.”

“We find that GenAI tools reduce the 

perceived effort of critical thinking while 

also encouraging over-reliance on AI, with 

confidence in the tool often diminishing 

independent problem solving.”

“(…) workers who are confident in their own 

skills tend to perceive greater effort in 

(critical thinking) tasks, particulary when 

evaluating and applying AI responses.”

Scan or Click for Source:

https://dl.acm.org/doi/epdf/10.1145/3706598.3713778


Creeping Overreliance

Mediocrity Machine



Why this matters for Data Literacy

- Some awareness

- Convenient tool becomes a convenient excuse

- Why train knowledge that everybody already has available on prompt?

- Why motivate yourself to learn something when it is so easy to machinate?

- Ironically: AI will raise the standard for everyone, not the other way around 

- If AI is already providing a high amount of value, the threshold of expertise one 

needs to contribute will become higher than ever



How to develop real expertise in yourself and your organization – so that 

when you walk into a room, you know that any data, tool or problem you 

interact with, you can produce a higher quality result than anyone else.



THANK YOU!


	Slide 1: Building Data Literacy
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32
	Slide 33
	Slide 34
	Slide 35
	Slide 36
	Slide 37
	Slide 38
	Slide 39
	Slide 40
	Slide 41
	Slide 42
	Slide 43
	Slide 44
	Slide 45
	Slide 46
	Slide 47
	Slide 48
	Slide 49
	Slide 50
	Slide 51
	Slide 52
	Slide 53
	Slide 54
	Slide 55
	Slide 56
	Slide 57
	Slide 58
	Slide 59
	Slide 60
	Slide 61
	Slide 62
	Slide 63
	Slide 64
	Slide 65
	Slide 66
	Slide 67
	Slide 68
	Slide 69

