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FROM 0 TO 100 IN POWER BI
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Presenter Notes
Presentation Notes
Hello and thank you all for coming to the feedback session of my presentation – From 0 to 100 in Power BI – A Newbie’s Journey to Create a Dashboard for Fundraisers and Leadership.

As this is a feedback session, all questions and thoughts are welcome and I do have some space built in for questions, so we will hold them until then.

So let’s go ahead and jump in!



ABOUT ME
• James Madison University, 2008, BS in 

Anthropology/Archaeology
• Virginia Commonwealth University, 2010, 

MA in Art History and Museum Studies

• Analyst, Prospect Development at the 
Colonial Williamsburg Foundation

• Started at CWF in 2013 in Gift Processing
• Moved to Prospect Development in 2023
• NO prior experience with Power BI and only 

basic Excel knowledge

Presenter Notes
Presentation Notes
Like many people, I did not start my career out in Development.

I graduated from JMU in 2008 with a degree in anthropology and archaeology and then continued on to get my Master’s in Art History and Museum Studies from VCU.

Though I did work briefly as a museum registrar after graduation, I joined Colonial Williamsburg in 2013 in gift processing overseeing the automatic giving program.  

In 2023, I moved to Prospect Development as an Analyst.  Though I was comfortable using basic Excel functions, as a new analyst I was not a fan of Pivot Tables, and I had ZERO experience with Power BI.



ABOUT CWF • Private, 501(c)3 educational 
institution

• World’s largest living history 
museum

• 4 prospect development staff, 16 
frontline fundraisers, including 3 
principal gift officers

• Major Gift - $100K+
• Principal Gift - $500K+

• Nov. 2023 database conversion 
from Millennium to Tessitura

• The Power of Place
• In the 5th of our 6-year 

comprehensive campaign, ~77% to 
$600M goal

Presenter Notes
Presentation Notes
For some background – 

Colonial Williamsburg Foundation is a private 501(c)3 educational institution and we are the world’s largest living history museum.

We currently have 4 PD staff and 16 frontline fundraisers – 3 of which are principal giving officers.

At CW – major gifts are those of $100K+ and principal gifts are $500K+.

We have also had some big events within Development that shifted some of the day-to-day focus – 

In Nov 2023 we had a database conversion from Millennium to Tessitura, and we, as a team, are still working through some of the challenges that come with such a change.

We are also in the 5th year of our 6-year comprehensive campaign – The Power of Place. And we are roughly 79% to our $600M goal.

I also want to note that prior to 2023, our department had no truly interactive dashboard – we had some descriptive visuals, but they weren’t heavily used.



AGENDA

Assignment Resources Process Results
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Now that you know a bit about CW and that I was an analyst with zero Power BI skills…

Let’s discuss how I went from a Power BI newbie to creating a dashboard for use by not only my fellow analysts, but for the fundraisers and leadership as well.

We will first go over my assignment (what it is was that I was being asked to do), the resources I used to figure out how to even use Power BI, the process of doing a project such as this from beginning to end, and finally, the results – the dashboard itself.



ASSIGNMENT

Presenter Notes
Presentation Notes
If there aren’t any questions, we can dive into the first part – the assignment.





The Assignment My Response

Create a Proposal 
Pipeline Dashboard in 
Power BI for use by 
Leadership and the 
Frontline Fundraisers

Presenter Notes
Presentation Notes
During a meeting with my boss – she looked at me and said that she had a great “learning opportunity” for me.  And we all know what that means – new project.  I would be creating a proposal pipeline dashboard in Power BI for use by leadership and the frontline fundraisers.

Of course, my response was… 

I had seen Power BI, but had noooooo idea how to use it.  How was I supposed to do this?  In that moment, it didn’t seem possible.

Well – I am giving this presentation today, so it wasn’t impossible, and it did end up being an amazing learning experience, so shout out to my boss.

But, honestly, where to even start with something like this?



What dashboards did we 
already have?

Presenter Notes
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The first thing I did was look to see what dashboards we already had.

My boss, the Director of Prospect Development and Analytics -  Lindsay Rogillio, had already created two dashboards to assist with metrics tracking and campaign analysis.



FUNDRAISER METRICS DASHBOARD

Presenter Notes
Presentation Notes
The metrics dashboard provides insight into things such as dollars raised and percents to goal.



CAMPAIGN METRICS DASHBOARD

Presenter Notes
Presentation Notes
The campaign metrics dashboard gives insight into the progress of the campaign, where the money is going, and how our fundraising is trending.

And just to clarify, these are single pages from multi-page dashboards.  

But as you can see, as a department, I already had a reference to the types of information we were providing, the different visuals that were available, and an overall style that I could draw from for consistency. 

We also have a foundation style guide to assist with the look, which provided a color palette, text size preference, etc.  This helped to lend the finished product a more professional and legitimate feel. If you are unsure if you have a style guide, reach out to your communications department as they will likely have some information.



RESOURCES

Presenter Notes
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Any questions?

So now that I was given my task and knew what we already had as a department, what did I do to learn Power BI?



How did I learn Power BI?

• Dashboard Access
• CWF already had access to Power BI
• Free license vs Pro license vs Premium per-user (PPU) license
• Pro - the most popular for small teams and businesses. It enables users to share reports, collaborate in real-

time, and integrate Power BI with Microsoft tools like Teams. 
• https://capitalizeconsulting.com/power-bi-licenses-explained/

• Online Resources
• Coursera/LinkedIn Learning/Microsoft Learn
• Microsoft Certificates
• YouTube Videos
• Online Forums
• Chat GPT

• Find a Mentor
• Colleagues
• Put a request out to PRSPCT-L

• PRACTICE

Presenter Notes
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First – I had to make sure I had access to create Power BI dashboards.

CW uses Microsoft products, and so we had access to Power BI.  In some cases, your organization may have a different tool, such as Tableau, but the overall idea remains the same. Check to make sure you have the access you need to not only create your dashboard but to share it with your colleagues, as necessary.

Power BI has 3 license types – Free, Pro, and Premium.  Because I wanted to be able to share my dashboard in a way that would allow the users to engage with the filters, I needed to get a Pro license.  For more information on the different licenses, I have included a helpful link here.

Ok – so I have access – now I need to learn – this part is going to be different for everyone based on their experience and comfort with these kinds of tools. I want to stress being patient.  I did not learn this overnight, and I was still learning AS I created the dashboard.

Taking an online class helped me learn some basics and how to move around the program.  There are many options online, such as Coursera, LinkedIn Learning, and Microsoft Learn.  However, many of these sites do require a fee or subscription, so check to see if your organization is already a member of one of these sites or has room for it in the budget.  Microsoft also partners with many of these sites to train for their certification as a Power BI data analyst, which is something you could potentially add to your professional resume. 

Outside of these sites, it was really YouTube videos and online forums that helped me figure out how to create the visuals I needed and solve any of the specific problems I ran into. Chat GPT is also available as a resource for creating DAX formulas – something we will discuss later.  Sufice to say, you can input your request into Chat GPT (for example – I need a DAX formula where I sum columns A and B), and it will write it for you. It is a great place to start if you are new to DAX.

Finally, I would not have been able to do this without the help of my boss, Lindsay, and our awesome Data Warehouse Engineer, Steven.  They really took the time to help me with figuring out how to manipulate the data or work through some complex formulas.

If you don’t have anyone in your company that knows Power BI, reach out to colleagues in other organizations or on the L – I have found people are happy to help.

Last but not least – PRACTICE.  I know its obvious but just getting into Power BI and clicking all the button with some simple dummy data was extremely helpful.  It let me see how things interacted and the different tools I had at my disposal.  

And remember, this was a months long process – it was not accomplished in just a few weeks.  Give yourself some grace.



PROCESS
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Any questions?

All right – I am in the process of learning Power BI, but I actually need to start the project.

What do I do?



Create your 
Project 
Scope

Meet with 
Stakeholders

Gather your 
Data

Create the 
Dashboard

Keep 
Stakeholders 

Up-to-Date
TEST!

Gather and 
Implement 
Feedback

Rollout

Project Plan
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The first thing to note is that a project such as this is not being done in a vacuum.

It takes collaboration from not only those that can help you with learning Power BI and about what data you need, but leadership for buy-in and end users for feedback.

To make sure everyone is on the same page, it is helpful to follow a project plan.

In this case, it begins by creating your Project Scope – meeting with your stakeholders (leadership/testing team/etc) – gathering your data and creating your dashboard all the while keeping the stakeholders up-to-data and incorporating feedback.  You then want to test – gather more feedback and then rollout your finally product. 

But this is a lot, so let's look at these steps in more detail.



Project Scope

• What is the business need/impact?
• Up-to-date transparent view of 

pipeline

• Who is the audience?
• Leadership, Fundraisers, and 

Prospect Development

• What is the value?
• Pipeline gap analysis and a user-

friendly way for fundraisers to 
manage their proposals

Presenter Notes
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You project scope covers what you will be doing, who it will impact, and why you are doing it in the first place.

As I mentioned – you want to have leadership buy-in and everyone involved on the same page.  You don’t want to get to the end of a project and not have anyone use it or understand its value.

In this case, the business need/impact was to create an up-to-date transparent view of the proposal pipeline.  So far, we could see individual metric and campaign data, but we didn’t have a view of the pipeline itself – things such as the stages of proposals, gap analysis, and ways to ensure data integrity.

The audience for this project was leadership, the fundraisers, and the PD team.  

The value for the users would be that leadership would be able to easily see progress to goals and fundraisers would be able to simply manage their proposals.  For PD, it would provide a tool for relationship management as we assist our fundraisers with achieving their personal and campaign goals.

The bottom of the Project Scope also includes the Stakeholders – their name, title, and their role in the project, such as providing guidance, feedback, or being and subject matter expert.  Again, just keeping everyone on the same page and seting expectations.

If anyone is interested, I do have a blank project scope template that I am happy to share.

Once you have your project scope and you have met with your stakeholders to present this information, you will need to collect your data for the dashboard.



Data

• Gather your data from Excel or external source
• Import into Power BI
• Create your data model

Presenter Notes
Presentation Notes
Getting your data will look different depending on whether you use Power BI or another tool such as Tableau, but you will likely have different source options – such as an Excel import or a live connection to a database.

In my case, I was able to connect to the data models that had already been created for the metrics dashboard and the campaign dashboard. However, I am currently in the process of creating my own data model for the first time, so wish me luck!

The data for all the dashboards was pulled from fields in our database, Tessitura.




Tessitura Data Fields

Presenter Notes
Presentation Notes
Here is an example of the fields we use in our database.  As you can see, there are places to enter campaign information, plan status, gift ask amounts, goals amounts, and associated dates.



Tessitura Data Fields

Presenter Notes
Presentation Notes
Father down the screen you would find a place to add notes, and a way to track the proposal status – whether it has been asked, the response is pending, or the gift has been documented.

All of the information in these fields can be exported, and our Director of Development Strategic Information who, along with his team, handle database information requests, was able to pull all our requested fields.

To give you an idea of what the data looks like once imported, I have some screenshots so you know what you are looking at, since it can be overwhelming the first time you see it.  It was for me.



Table View

Presenter Notes
Presentation Notes
Once your data is in Power BI, you will have the option to manipulate it before using it to create visuals.

Table view is very similar to an excel spreadsheet and you can think of the data column on the right as your different Excel workbook pages.



Model View

Presenter Notes
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Next, the model view – this is where you connect your data tables so they can all talk to each other. Each table that you want to connect is in your workspace with a header and all its associated columns.  

Each table needs at least one thing in common with another table so that the data can all relate.

This is where I highly recommend looking for help if you are new to Power BI.  The tables are necessary to make sure your data is feeding into your visuals correctly, and it only takes on wrong connection to break a model.

I know this may look confusing, so I do want to show a very simple example of a connection.

______


We can see this gets complicated, but it allows for more complex and dynamic analysis than a simple spreadsheet.



Presenter Notes
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Here we have two tables – Sales and Items.

We can see that Sales has customer numbers, transactions IDs, and the sale cost.

The Items table has transactions IDs, Item types, and Quantities sold.

If we wanted to know which customer bought shoes, or how much the sale of 4 plates cost, we would need a way to connect these two tables.

In model view it would look something like this, with the header and its associated columns.  By linking what they have in common, the transaction ID, we can now have these two table speak to each other and create visuals or charts that contain all the associated information.  

If we go back…



Report View

Presenter Notes
Presentation Notes
Once you have your relationships connected, you can move onto Report View.

This is where you will create your visuals.

Again, you have a work space, tabs for multiple dashboard pages, all your data table to the side, and a place up top to write any formulas. (We will get to that in a second.)

You also have a visualizations menu, and this is where you can choose where to use bar charts, maps, scatter plots, etc, and then adjust them as needed with things such as fonts, colors and line width.

You create visuals by pulling what data you want to show to the workspace and selecting how you want it to appear.  By adding multiple data tables together, you can create more dynamic visuals.

However, sometimes you need the data to show something that isn’t just in your columns.

That is where a Measure comes in – an example of which can be seen here at the top.



Writing Measures with DAX 
• Data Analysis Expressions (DAX) is a library of functions and 

operators that can be combined to build formulas and expressions 
in Power BI, Analysis Services, and Power Pivot in Excel data 
models (https://learn.microsoft.com/en-us/dax/)

Presenter Notes
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Measures in Power BI are written in DAX – DAX is specific to Microsoft, but it is how the system writes formulas like those you see in Excel – such as when using Power Pivot.

Here is an example of a DAX formula.  Please remember that I am not an expert and am still learning myself, and most of the formulas I wrote myself were done through online research and trial and error.  

In this case, I wanted to sum all of the weighted proposal amounts (expected amounts multiplied by their likelihood) – and I only wanted those from certain plan types and in certain statuses.  I also needed to make sure they were related to a gift officer so they could be filtered.

This measure was the final result.

Like I said, I am still leaning Power BI and all the different ways it can be used.  The process of creating all the dashboard visuals and writing the measures was not a straightforward process.

I know some of you are probably looking at this and are super confused, so I want to show a simpler example before we move on.

https://learn.microsoft.com/en-us/dax/
https://learn.microsoft.com/en-us/dax/
https://learn.microsoft.com/en-us/dax/


Visits Remaining = IF([Visits Goal] > [Visits Actual], [Visits Goal] - [Visits Actual], 0)

If the number of visits goal is greater than the number 
of visits completed…
If True - Then calculate the remaining (Goal-Actual)
If Not True – Then display 0

*Fundraiser names have been removed for privacy.

How do you show how many visits your 
fundraisers have left to meet goal?

IF(<logical_test>, <value_if_true>[, <value_if_false>])

Checks a condition, and returns one value when 
it's TRUE, otherwise it returns a second value.

Presenter Notes
Presentation Notes
Say you want to know how to show have many visits all the fundraisers have left to complete for a year.

You have their goals and the number of visits they have completed already in your data, but no calculation on the difference.

In this case you could create an IF formula like the one noted here – and I have its different sections highlighted.

Once the measure is saved and dragged into your work area, you can then make your Y-axis your Fundraisers and see a graph of those who have visits left ranked from most to least.

You can change the visualization – but using visuals is a simple way to help leadership see where their fundraisers stand at different time of the year as they work to meet goals.



Hurdles:
• Continuous changes and updates
• Broken data
• Delays to the project timeline
• Learning new skills on the job
• Still have routine job assignments
• Changing my own expectations

Presenter Notes
Presentation Notes
Along the way, there were plenty of hurdles I had to overcome.
 
As I was making the dashboard, I had constant changes and updates that needed to be incorporated to make sure that the dashboard would be a useful tool.

However, with those changes came broken data.  Incorporating new tables and relationships into an existing model can be tricky and suddenly seeing all your beautiful visuals suddenly show a big red X is not how you want to start a Monday.

Having to sort though what happened, or even just taking the time to learn a new feature or measure can cause delays to the project which makes having to learn the new skills on the job even more stressful.

Another added challenge was that the dashboard was being created while still taking care of my day-to-day tasks – researching prospects, confirming capacities, crafting donor bios, and managing my assigned fundraisers’ portfolios.  I had to make sure I gave myself enough time to complete these tasks while also staying on track with the dashboard.

I often had to remember that no one expected me to be perfect, that changes to the schedule were ok as long as everyone was kept aware of the progress, and that my boss had my back. At the end of the day, all you can do is your best.




Test!
• Have a selected group of 

users test for issues 
• Incorporate feedback

Leadership Review
• Have leadership provide 

feedback
• Make sure they have buy-in

Presenter Notes
Presentation Notes
It has now been months and you have a final-ish product.  You have been keeping your stakeholders up-to-date on the process of the project the whole way through with monthly check-ins to make sure this project stays top of mind.

But now, it is time to test.  This is critical to make sure that all the end-users have access, things look right on their end, and that everything makes sense to them. During the creation of your project scope, you will have selected a few future users from throughout the department to beta test – you don’t want everyone to take part as that could be very overwhelming.

You want to do your best to incorporate any feedback, and make sure leadership also gets a chance to review.  As mentioned, you want their buy-in so they can support the use of this new tool.  As we know, some people don’t like change, and having leadership’s support helps to make sure that the useful functions of the dashboard aren’t ignored and that your time creating it wasn’t wasted.



Creating Row-Level Security
• Row-level security (RLS) with Power BI can be used to restrict data 

access for given users. 
• You can configure RLS for data models imported into Power BI.
• You can define roles and rules within Power BI Desktop.

https://learn.microsoft.com/en-us/fabric/security/service-admin-row-level-security

How did we ensure data privacy?

Presenter Notes
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One thing I want to note that we did for testing and final use.

Leadership had requested the views restricted to individual use only – you do not have to do this.

Leadership and PD currently have access to all the proposal numbers and metrics, but the fundraisers can currently only see their own information.  

To do this, you can use the row-level security function available on Power BI desktop – and I have a link here to learn more about that.

Basically – you can create user groups and give each group different access.



It’s done!  Now what?
• Set up a meeting to release the dashboard to the whole team
• Make sure everyone knows who to contact with questions
• Celebrate!

JK! It’s not done.
• Continuous review and updates
• New ideas to be implemented
• You must be flexible!

Presenter Notes
Presentation Notes
OK – ITS DONE!
Now what?

It is time to set up a meeting to release the dashboard to the whole team.  A meeting ensures everyone is aware of the new tool, where to find it, how to use it, and who to go to if they have questions.  And there will be questions.

My roll-out was conducted in-person in a group setting.  This allowed me to provide initial training, set intentions for its use, and provide use-case scenarios, some of which I will mention during the dashboard demo.

But now – you can celebrate all the work you did!

Just kidding – you are not done.

As people start to use the dashboard, despite testing, you will come across fixes and updates that need to be made.  There will also be new ideas to be implemented.  You will have to be flexible and remember that your final product will not be stagnant.  The end result will likely look nothing like your original idea, and it will continue to evolve over time to suit the organizations needs.



RESULTS

Presenter Notes
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Before we move on – any questions?

Overall, we wanted the dashboard to be interactive and user friendly as the majority of our fundraisers are not tech experts.

The final dashboard itself was well received and has been used by the fundraisers to track their proposals and make updates. Kristin Richardson, our Associate VP, also uses it to create reports for our quarterly Board of Trustee meetings.

Other positive impacts leadership has noted include:

-Saving time – easy access to information and don’t have to pull as many reports
-Allows the BOT better insight – multiple points with visuals
-Progress bar for campaign priorities
-Real time goal tracking
-Has allowed for leadership coaching in that one page does show items that need to be updated within a plan and proposal – so the need to manage these items is reinforced.
-Reaffirms the good work our fundraisers are doing – We really hadn’t had a good way to see this before without doing time consuming reports and data extractions

So I am happy to say it is being used!





Review of Dashboard
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And now to the part I’m sure many of you have been waiting for – the actual dashboard.




TIPS AND TRICKS

This is your 
measure.

Presenter Notes
Presentation Notes
Before we go, I have a few tips and tricks I learned that I want to pass on.

First is the use of a constant line.  It is found under visualizations and then under the magnifying glass.

I used it to add the goal line on the pipeline, so the fundraisers could easily see their progress.

To do that – I added a line, named it, then selected to add a value, which was one of my measures.  This was one of my more complicated measures to figure out, so I did do a little victory dance when I finally got this to work.



TIPS AND TRICKS
DAX Formulas
SWITCH(<expression>, <value>, <result>[, 
<value>, <result>]…[, <else>]) 

• Evaluates an expression against a list of 
values and returns one of possible results

• SWITCH(TRUE()…)
• Can use for nested IF functions

• https://p3adaptive.com/the-diabolical-
genius-of-switch-true/

• https://blog.enterprisedna.co/using-
switch-true-logic-in-power-bi-dax-concepts/

Presenter Notes
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My next tip is using the Switch and Switch True DAX formulas.

I used switch for many of my measures, but mostly I used Switch True which allowed for my multiple IF functions.

This took me a lot of googling to figure out, so don’t worry if it has you stumped at first. 

I have some links on the slide about Switch and Switch True functions so you can learn more.  I also have a link to a PDF that I had saved to my desktop while I was working on the dashboard.

https://p3adaptive.com/the-diabolical-genius-of-switch-true/
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You can contact me at:

jwilson2@cwf.org
LinkedIn – Janelle Wilson
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Presentation Notes
And with that we have come to the end.  I hope this has been a helpful presentation on creating a Power BI dashboard for those who have never used Power BI before.  

Does anyone have any final questions?

Thank you so much again for your time and please let me know if you have any thoughts/questions/or general feedback.

I can be reached by email or on LinkedIn, so feel free to reach out.

Thank you again.



THANK YOU!
Please complete your session 
evaluations in the mobile app.
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