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F

S E C T I O N  O N E  ·  E X E C U T I V E  S U M M A R Y

The inflection point has arrived.
or two decades, the promise of business intelligence has been “the right data to the right
person at the right time.” In practice, most organizations have delivered something subtly

different: dashboards to the right person at the right time — and then asked that person to do the
real analytical work of noticing, interpreting, correlating, and deciding. The data arrived; the
insight did not.

The quiet scandal of modern BI is how little of it gets used. Independent research from BARC and the

Eckerson Group, tracked over seven years, finds that only about 25% of employees actively use BI and
analytics tools on average — a figure that has “remained largely stagnant” despite a decade of investment

in self-service platforms. DataCamp's 2026 survey of 500+ enterprise leaders finds that 88% agree basic

data literacy is essential, yet 60% report a meaningful skills gap inside their own organizations. The most
honest summary of the state of BI in 2025–2026 comes from Tableau's former Chief Product Officer

Francois Ajenstat:

Analytics tools have been designed for analysts. But analysts are not a majority of the
workforce. Analysts are only 25% or so of any organization.

FRANCOIS AJENSTAT — FORMER CPO, TABLEAU (TECHTARGET, 2024)

The inflection point has arrived. Generative AI, agentic orchestration, and mature semantic layers have

converged to make something genuinely new possible: analytics platforms that read the dashboard for the

user, summarize what matters in natural language, detect anomalies without being asked, surface drivers
and causes, answer follow-up questions conversationally, and push the insight into Slack, email, or Teams

rather than waiting for the user to log in.
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The language has already shifted.
Gartner calls this the shift from augmented to perceptive analytics and predicts that by 2027, 75% of new

analytics content will be contextualized via GenAI, and augmented analytics will evolve into autonomous
platforms capable of managing and executing roughly 20% of business processes.

Forrester, in its Q2 2025 Wave on Business Intelligence Platforms, went further and dropped the modifier

altogether: “Given the centrality of AI in almost every BI platform, we are dropping 'augmented' and going
back to plain old BI platforms. AI… will no longer be a separate market segment but rather core evaluation

criteria.”

25%
of employees actively use BI tools
(BARC/Eckerson, 2024)

75%
of analytics content contextualized
via GenAI by 2027 (Gartner)

83%
LLM answer accuracy with a
semantic layer, vs. 17% without (dbt
Labs)

The central argument of this briefing.
Stakeholders who struggle to read dashboards do not need better dashboards. They need analytics that

read the dashboard for them — and that can, with appropriate guardrails, do so faster, more consistently,
and across more metrics than any human analyst could.

The constraint is no longer capability. The capability is generally available. The constraint is data

discipline, change management, and governance. This briefing makes the case, grounds it in evidence,
maps the vendor landscape — Microsoft Power BI with Copilot, Salesforce Tableau Pulse and Tableau

Next with Agentforce, Google Looker with Gemini, ThoughtSpot Spotter, Qlik Answers, and adjacent

platforms — and lays out a pragmatic implementation path.

H O W  T O  R E A D  T H I S  B R I E F I N G

Each section stands alone; readers short on time can skip to Section 5 (vendor landscape) or

Section 9 (the four-stage maturity model and five concrete actions). Every material claim is

sourced, with primary research preferred over vendor marketing. Vendor-attested customer metrics
are flagged.
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S E C T I O N  T W O  ·  T H E  P R O B L E M

Why dashboards fail most users.

AT  A  G L A N C E

After fifteen years of Tableau, Power BI, Qlik, and Looker, somewhere between one-in-
seven and one-in-four employees uses the tools their companies pay for. The single
most damning statistic in modern BI is also the most consistent.

Adoption has been stuck for a decade.

artner put BI penetration inside organizations at around 35% in 2019. BARC and
Eckerson's multi-year global survey puts it at 25%. Phocas's analysis of BARC data

estimates a 15% active-user rate in mid-to-large enterprises. Whichever figure one accepts, the
conclusion is the same. Eckerson's founder Wayne Eckerson described his team as “puzzled by
the persistently low adoption rates” — a diplomatic way of saying the industry has a structural
problem it has refused to name.

FIGURE 1  Ninety-five percent of organizations own a BI tool; only a quarter of their employees use it. Sources:
BARC/Eckerson (2024), Databox State of Business Reporting (2024), Phocas analysis of BARC data.

Microsoft's own ecosystem tells a similar story. A widely cited Power BI adoption survey found that only

16% of organizations had achieved 100% Power BI adoption; 58% had adoption below 25%.

02 ·  THE PROBLEM JUANBELTRAN.CH · 2026

JUANBELTRAN.CH Dashboards that tell you what's going on 05



The “dashboard graveyard.”
Databox's State of Business Reporting research quantifies the downstream symptom. 54.29% of teams

say their reporting process has inefficiencies or delays, and 63.30% say modifying dashboards or running
new analysis is typically required each month — a combination that pushes unused dashboards into what

practitioners now call the dashboard graveyard. A widely shared estimate from data-visualization educator
Alex Kolokolov is that “about 60% of business intelligence dashboards are unused.”

Cognitive load, interpretation error, and confirmation bias.
Even for the users who do log in, dashboard-reading is an under-examined skill. Harvard Business
Review's Where Data-Driven Decision-Making Can Go Wrong (September–October 2024) identifies five

common pitfalls executives encounter when interpreting data: confusing causation with correlation,
misjudging the magnitude of effects, a disconnect between what is measured and what matters,

misjudging generalizability, and overweighting specific results.

The implication is uncomfortable. Much of the interpretive labor we have asked of executives —
reconciling confounders, distinguishing signal from noise, contextualizing a trendline against seasonality

and comparable cohorts — is not a casual skill that can be absorbed from a well-designed dashboard. It is

professional analytical work. Delegating it implicitly to a busy VP who opens the dashboard for ninety
seconds before a board meeting is a design error, not a user failure.

Many leaders don't understand that their decisions are only as good as how they
interpret the data.

MICHAEL LUCA & AMY EDMONDSON — HBR IDEACAST, 2025

02 ·  THE PROBLEM JUANBELTRAN.CH · 2026

A metric without a benchmark, target, or trend comparison is
just a number. When the dashboard shows revenue at $1.2M this
month, the stakeholder's first question is: ‘Is that good?’ If the
dashboard cannot answer that immediately, the stakeholder
stops trusting it and stops opening it.

DATABOX — STATE OF BUSINESS REPORTING,  2024

“
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Insight-to-action latency.
The final cost of the traditional model is time. Power BI's built-in usage metrics report already shows

organizations which dashboards get opened and which do not, but the larger latency is between
something happening in the data and someone noticing and acting. MIT Sloan's Michael Schrage, writing

on the emerging “vibe analytics” paradigm, frames the stakes bluntly: “If leaders could get data insights in
minutes instead of weeks, they would be well positioned to determine which initiatives show the most

promise.”

In an environment where an anomaly in churn, conversion, or supply-chain fill rate can cost a week of
revenue, the time between a dashboard change and a human interpreting it is no longer a reasonable unit

of analysis.

FIGURE 2  A traditional dashboard workflow routinely takes three to four days to go from anomaly to decision. AI-
augmented workflows compress that loop to under an hour. Illustrative; actual latencies vary by data-governance maturity
and alert coverage.

T H E  S T R U C T U R A L  F A U LT L I N E

The issue is not that executives are bad at reading dashboards. It is that we have quietly asked

them to perform analyst work for which they were neither trained nor scheduled. The dashboard is

a tool for analysts, reshaped as a reporting surface for everyone else. That substitution is the
structural problem AI is now positioned to close.

02 ·  THE PROBLEM JUANBELTRAN.CH · 2026
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S E C T I O N  T H R E E  ·  D E F I N I T I O N S

What AI-augmented analytics actually means.

AT  A  G L A N C E

Four terms — augmented, generative, agentic, perceptive — describe overlapping but
distinct capabilities. The industry has drifted fast. It is worth fixing the vocabulary
before examining vendors.

Four terms, one direction of travel.
Augmented analytics, Gartner's term of art since 2017, refers to the use of machine learning, natural-
language processing, and now generative AI to automate data preparation, insight generation, and insight

explanation within a BI platform.

Generative BI is the narrower subset in which large language models produce natural-language
summaries, narratives, and conversational responses grounded in an underlying data model — Power BI

Copilot's Smart Narrative, Tableau Pulse's Insight Summaries, and Looker's Conversational Analytics are
the canonical examples.

Agentic analytics is where the field has moved in 2025–2026. Rather than a single-turn Q&A, an agent

orchestrates multi-step analysis: detect an anomaly, decompose its drivers, compare segments, produce a

visualization, recommend a corrective action, and (increasingly) act on it via a workflow integration.

Perceptive analytics uses LLM-powered reasoning and AI agents in order to achieve
proactive, contextual, outcome-driven decision-making.

GEORGIA O'CALLAGHAN — GARTNER ANALYST, JUNE 2025

Perceptive analytics, the newest Gartner coinage introduced at the 2025 Data & Analytics Summit, is

positioned as the next stage after augmented: AI agents that continuously monitor evolving market
conditions, customer behavior, and supply-chain disruptions, and push the resulting insight to human

decision-makers without being asked.

03 ·  DEFINITIONS JUANBELTRAN.CH · 2026
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Five capability primitives.
Underneath the shifting vocabulary, the functional capability set across serious platforms is converging on

five primitives:

1. Natural-language summarization of a dashboard, a metric change, or an entire report.

2. Anomaly detection and explanation — automatically flagging outliers and nominating plausible

drivers.

3. Root-cause and key-driver analysis — decomposing a change into contributing segments,
dimensions, or events.

4. Forecasting and scenario modeling — projecting metrics forward with confidence intervals and
what-if exploration.

5. Conversational Q&A — plain-language follow-up grounded in a governed semantic layer.

Why the semantic layer is the decisive architectural fact.
Three ingredients have matured in parallel: frontier LLMs capable of multi-step reasoning, MCP-style tool-

use protocols that let those models call analytics engines securely, and semantic layers (dbt Semantic
Layer / MetricFlow, LookML, Cube, AtScale, Tableau Semantics, Power BI semantic models) that prevent

the LLM from hallucinating its way through raw SQL.

FIGURE 3  The empirical significance of the semantic layer is the single most important architectural fact in this briefing. A
well-modeled semantic layer raises LLM answer accuracy from 17% to 83–100%. Source: dbt Labs, Cube, Delphi semantic-
layer benchmarks (2024–2026).

In other words: the technology is no longer the bottleneck. The bottleneck is whether an organization has
a semantic layer clean enough for an LLM to trust.

03 ·  DEFINITIONS JUANBELTRAN.CH · 2026
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S E C T I O N  F O U R  ·  B E N E F I T S

The case, grounded in research.

AT  A  G L A N C E

Faster time-to-insight. Democratization. Proactive alerting. Scale of coverage. Better
decisions — within limits. Five benefits, each backed by published research and real
customer outcomes.

1. Time to insight.

he most tangible benefit is latency compression. Traditional dashboard consumption
requires a human to notice that a metric has moved, open a dashboard, filter to the right

view, hypothesize about causes, and often hand off to an analyst for decomposition. AI-native
analytics collapse that loop.

In Microsoft's own internal case studies documented by Microsoft Azure architects, a customer adopting
Power BI Copilot on an existing production semantic model “achieved a 100% success rate on all

questions about report visuals and the underlying model data, even with complex filter contexts” after a set

of disciplined model improvements. Microsoft has publicly referenced T-Mobile among early Copilot
adopters, with the carrier reporting 11× faster insights in Power BI AI implementations.

FIGURE 4  Vendor-attested outcomes from early AI-augmented analytics deployments. These numbers should be read with
appropriate skepticism — most are vendor- or partner-sourced — but the order of magnitude is consistent across
independent sources.

04 ·  BENEFITS JUANBELTRAN.CH · 2026
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2. Democratization and self-service.
AI-augmented analytics genuinely change who can ask a question of the data. Google's general-

availability announcement for Conversational Analytics in Looker includes an explicit customer quote from
Thomas Seyller, Senior Director, Technology & Insights at YouTube Business: “We've been testing

Conversational Analytics in Looker to give our partner managers instant, actionable data that lets them
quickly guide creators and optimize creator support.” The operative phrase is partner managers — a

business role, not an analyst role.

3. Proactive, push-based insights.
The shift from pull to push is the most consequential design change. Tableau Pulse, Salesforce's

productization of proactive analytics on top of Tableau Cloud, sends personalized metric digests to Slack,
Teams, email, and the Tableau Mobile app; its Insights Platform detects drivers, trends, contributors, and

outliers automatically and describes them in natural language.

Business intelligence has long been stuck in a reactive loop — build a dashboard, wait
for someone to look, then hope they take action. Tableau Pulse breaks that cycle.

B EYE — TABLEAU IMPLEMENTATION PARTNER

4. Scale of coverage.
A single senior analyst can pay meaningful attention to perhaps 10–20 metrics per day. An AI monitoring
layer can watch thousands. ThoughtSpot's Spotter platform is explicit: Spotter “continuously monitors your

retail data across POS, inventory, ecommerce, and supply chain” and surfaces the anomalies worth
investigating. Gartner's 2024 survey of 403 analytics leaders found that over 50% already use AI tools for

automated insights and natural-language queries — so this is increasingly mainstream, not experimental.

5. Better decisions, with caveats.
The claim that AI outperforms humans at specific analytical tasks is more narrowly defensible than

vendors often imply. What research supports is that AI reduces specific, well-catalogued interpretation
errors. AI grounded in a semantic layer is structurally less likely to confuse correlation with causation if

forced to cite its sources, and less likely to overweight a single result if instructed to compare across
baselines.

04 ·  BENEFITS JUANBELTRAN.CH · 2026
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Realistic framing: adoption is not the same as value capture.
McKinsey's State of AI 2025 provides useful ballast to vendor-led optimism. 78% of organizations used AI

in at least one function in 2024, but only about 5.5% reported that more than 5% of EBIT was attributable
to AI — and high-performers were nearly 3× more likely to have fundamentally redesigned workflows

rather than bolting AI onto existing ones.

FIGURE 5  McKinsey's State of AI 2025 reveals the value-capture gap: widespread adoption has not translated into
widespread EBIT impact. The differentiator is workflow redesign, not feature adoption.

McKinsey's long-running baseline remains a $4.4 trillion global productivity opportunity from generative AI,
but that upside is gated on workflow redesign, not on feature adoption. This is the single most important

operating lesson for anyone enabling Copilot, Pulse, Gemini, or Spotter: the return on AI-augmented
analytics scales with how deeply the organization's reporting and decision cadences are rebuilt around it.

04 ·  BENEFITS JUANBELTRAN.CH · 2026

This isn't AI as copilot. This is AI and humans working together
as architects to redesign how people perceive, weigh, and act on
choices.

DAVID KIRON — EDITORIAL DIRECTOR,  MIT SLOAN MANAGEMENT REVIEW

“
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S E C T I O N  F I V E  ·  V E N D O R  L A N D S C A P E

Real cases and platform-specific examples.

AT  A  G L A N C E

Every major BI platform ships AI-augmented analytics in 2026. This section evaluates
six on their GA capabilities, real customer outcomes, and limitations.

FIGURE 6  AI-augmented analytics capability landscape, Q1 2026. Author's synthesis from vendor documentation,
Forrester Wave Q2 2025, and Gartner 2025 Magic Quadrant commentary.

No platform is weak across all five dimensions. The differentiators are at the extremes: Power BI and

Looker on semantic-layer depth; Tableau Pulse and ThoughtSpot Spotter on proactive push and agentic
workflows; Qlik on breadth and governance. Domo and Sisense close the gap on conversational Q&A but

trail on agentic orchestration.

05 ·  THE VENDOR LANDSCAPE JUANBELTRAN.CH · 2026
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Microsoft Power BI + Copilot (inside Microsoft Fabric).
What it does. Copilot in Power BI reached general availability in 2024 for customers on Power BI

Premium (P1+) or Fabric (F64+) capacity, and has since expanded significantly. As of 2026, its GA feature
set includes conversational report creation, natural-language DAX generation and explanation, Smart

Narrative auto-summaries of visuals and report pages, a standalone full-screen Copilot experience that
can search across any report, semantic model, and Fabric data agent the user has access to, and chat-

with-your-data grounded in the semantic model. Outside Copilot, Power BI ships built-in AI visuals — Key
Influencers, Decomposition Tree, Anomaly Detection, Smart Narrative, and the legacy Q&A (scheduled for

retirement in favor of Copilot by December 2026).

Recognition. Forrester's Q2 2025 Wave on Business Intelligence Platforms named Microsoft a Leader,
awarded it the highest score of any vendor on generative-AI functionality, and the highest possible score in

17 other criteria, writing that “Power BI fulfills almost any enterprise BI requirement.”

C U S T O M E R  S I G N A L

T-Mobile reports 11× faster insights with Power BI's AI layer. Toshiba has rolled Microsoft 365
Copilot — including Power BI access — to 10,000 employees as part of its Revitalization Plan, co-

ordinated with business-process redesign rather than treated as a standalone productivity add-on.

A Microsoft Azure case study documents a customer achieving, after model cleanup, a 100%

success rate on Copilot answers about both report visuals and underlying model data, including
questions with complex filter contexts.

Limitations. Copilot is gated to Premium or Fabric capacity — a non-trivial licensing cost for mid-market

organizations. Quality degrades on poorly modeled semantic layers: the Azure architects documenting the
100% success case spent significant effort enforcing star schemas, hiding non-business-facing columns,

and creating synonyms before Copilot became reliable. Accuracy on complex DAX involving multiple filter
contexts has been independently benchmarked at 60–70%, versus 85–90% on simpler measures.

05 ·  THE VENDOR LANDSCAPE JUANBELTRAN.CH · 2026
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Salesforce Tableau Pulse, Tableau Next, and Agentforce.
What it does. Tableau's AI layer in 2025–2026 is best understood as three overlapping products. Tableau
Pulse is the proactive-insight delivery layer: users subscribe to metrics, and the Insights Platform detects
drivers, trends, contributors, and outliers and pushes natural-language summaries to Slack, Teams, email,

and Tableau Mobile. Enhanced Q&A (Tableau+ premium) extends single-metric analysis to multi-metric
exploration with citations, supporting visualizations, and explainable chain-of-reasoning. Tableau Einstein
/ Tableau Next layers Agentforce agents into the authoring flow, including autonomous agents that surface
insights and translate them into workflow actions, and Tableau Semantics — a governed metrics and

relationships layer shared with the broader Salesforce data graph.

All AI capabilities are delivered under the Agentforce Trust Layer (formerly Einstein Trust Layer) for
governance and data-privacy controls. Einstein Discovery — the auto-ML prediction engine originally

from Einstein Analytics — remains embeddable into Tableau dashboards, calculations, and Prep Builder,

providing predictions, explanations, and suggested actions.

Recognition. Tableau remains a Leader in Forrester's Q2 2025 BI Wave, described as excelling in
ambient BI, generative-AI functionality, and Salesforce integration.

C U S T O M E R  S I G N A L

Box uses Tableau Pulse to surface security insights and optimize response to AI-misuse threats;

Virgin Media O2 uses Tableau Cloud including Pulse for fraud detection. The Tableau Einstein
Alliance, launched in late 2024, brought IBM, Slalom, and Atrium into a formal partner ecosystem.

Limitations. Enhanced Q&A's best capabilities require Tableau+, a premium tier. Pulse's proactive
alerting can suffer noise problems at scale if metric definitions, filters, and thresholds are not governed

centrally. The branding has shifted repeatedly — Einstein Analytics → Tableau CRM → CRM Analytics →

Tableau Einstein → Tableau Next — which has produced real customer confusion about which capabilities
sit where.

05 ·  THE VENDOR LANDSCAPE JUANBELTRAN.CH · 2026

JUANBELTRAN.CH Dashboards that tell you what's going on 15



Google Looker + Gemini.
What it does. Gemini in Looker, announced at Google Cloud Next '24 and extended through 2025,

includes a suite of GenAI capabilities: Conversational Analytics (natural-language Q&A grounded in
LookML), Visualization Assistant (natural-language chart generation), Formula Assistant (LookML and

calculated-field help), Automatic Slide Generation (live-linked Google Slides export with AI-written
insight summaries), and LookML Assistant for data-modeling help.

Conversational Analytics reached general availability in 2025, with a dedicated Conversational Analytics

API exposing an agentic reasoning backend, and a subsequent Code Interpreter that translates natural
language into Python for forecasting, anomaly detection, and cohort analysis.

At YouTube, we're focused on helping creators succeed. We've been testing
Conversational Analytics in Looker to give our partner managers instant, actionable
data that lets them quickly guide creators and optimize creator support.

THOMAS SEYLLER — SENIOR DIRECTOR, TECHNOLOGY & INSIGHTS, YOUTUBE BUSINESS

A crucial architectural detail: Google has publicly stated that “customer data, including prompts and

generated output, is never used to train Google's generative AI models.”

Why it matters architecturally. Looker's LookML semantic layer is the reason Gemini's answers are
materially more reliable than raw text-to-SQL. Google's internal testing — corroborated by third-party

reporting — shows the semantic layer reduces natural-language-query errors by up to two-thirds, bringing
Gemini's accuracy in line with the broader dbt/Cube/Delphi semantic-layer benchmarks.

Limitations. LookML requires real upfront investment. Organizations without a modeled LookML instance

get a thinner experience. Code Interpreter is gated by admin configuration.
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ThoughtSpot Spotter — the fully agentic platform.
ThoughtSpot has repositioned itself as an agentic analytics platform rather than a search-first BI tool. Its

flagship agent Spotter performs multi-step conversational analysis; SpotIQ scans Liveboards for
anomalies and drivers automatically; SpotterViz generates production-ready dashboards from natural-

language prompts; SpotterModel and SpotterCode extend agentic capabilities into data modeling and
code generation.

Now, 100% of our platform is agentic.

FRANCOIS LOPITAUX — SVP OF PRODUCT, THOUGHTSPOT

Enterprise features include row-level security, bring-your-own-LLM support, audit-ready monitoring, and no
data retention — explicitly designed to meet regulated-industry compliance. Canadian Tire replaced

fragmented reporting with ThoughtSpot for merchandising and supply chain; Austin Capital Bank
reported improving customer retention by 15% while cutting paid-search spend by 50% by connecting

paid- search and engagement signals through the platform.

Qlik, Domo, Sisense, SAP — the rest of the field.
Qlik's 2025 agentic push added Qlik Answers (generative-AI assistant with RAG over indexed

documents), Qlik Predict (no-code predictive modeling), and Qlik Automate (action-triggering

automation), plus an MCP server enabling external agents to connect to governed Qlik data. Domo's
2026 AI Pro tier added consumption-based pricing, external-model registration (OpenAI, Databricks,

Bedrock, Hugging Face), embedded AI chat, and RAG on unstructured data.

The external-LLM pattern — LLMs on top of BI via MCP.
A separate, increasingly credible architectural pattern is an external LLM — Claude, GPT, Gemini —

connecting to BI tools via Anthropic's Model Context Protocol (MCP), standardized in November 2024 and
since adopted by OpenAI and Google DeepMind. Community-built MCP servers for Power BI now let

Claude read a semantic model, write DAX, and manage measures without copying content between
windows — though the trade-off is that query results flow through the external LLM provider's API, which

requires formal data-governance review in regulated environments.
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Comparison at a glance.
The capabilities are converging. The differentiators in 2026 are semantic- layer depth, proactive-push

maturity, and how cleanly agentic workflows integrate with the rest of the enterprise stack.

PLATFORM PROACTIVE
PUSH

CONVERSATIONAL
Q&A

ANOMALY &
DRIVERS

AGENTIC
WORKFLOWS

GA
STATUS

Power BI + Copilot Smart
Narrative;
Anomaly
visual

Copilot chat;
standalone Copilot

Key
Influencers;
Decomposition
Tree

Fabric data
agents; MCP-
accessible

GA on
Premium /
Fabric

Tableau Pulse +
Agentforce

Pulse digests
to Slack /
Teams / email

Enhanced Q&A
(Tableau+)

Insights
Platform
(drivers,
outliers)

Agentforce
agents in
Tableau Next

Pulse GA;
Tableau
Next
rolling

Looker + Gemini Scheduled
delivery; on-
demand

Conversational
Analytics (GA + API)

Via Code
Interpreter
(Python)

Conversational
Analytics API

GA 2025;
expanding

ThoughtSpot Spotter SpotIQ auto-
anomaly;
Slack push

Spotter agent, multi-
turn

SpotIQ +
Spotter driver
analysis

SpotterViz /
Model / Code

Spotter
GA; new
agents
early 2026

Qlik + Qlik Answers Discovery
Agent;
alerting

Qlik Answers +
conversational

Qlik Predict +
Insight Advisor

Qlik Automate +
MCP server

Agentic
GA; rolling
through
2025

Domo / Sisense / SAP
/ Pyramid

Varies Varies; AI Chat
embedded

Varies Agent Catalyst
(Domo 2026)

Feature
parity
closing

H O W  T O  R E A D  T H I S  TA B L E

“GA” (general availability) means the feature ships today for paying customers in at least one
licensing tier. Preview or roadmap items are not counted here. Pricing varies dramatically: Copilot

requires Power BI Premium P1+ or Fabric F64+; Enhanced Q&A requires Tableau+; Gemini in
Looker is included in core Looker subscriptions above Standard.
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S E C T I O N  S I X  ·  I M P L E M E N T A T I O N

How to do it: a high-level guide.

AT  A  G L A N C E

Three architectural patterns. One non-negotiable prerequisite: the semantic layer.
Getting governance right matters more than picking the right vendor.

Prerequisites.
he first precondition is not technology but governance. The dbt/Cube/Delphi benchmarks —
17% text-to-SQL accuracy vs. 83–100% with a semantic layer — are the single most

important architectural fact in this briefing. Without a governed semantic layer, AI-augmented
analytics degrades to probabilistic narration over raw SQL.

Gartner's 2025 analytics predictions are explicit: “By 2027, organizations that prioritize semantics in AI-
ready data will increase their GenAI model accuracy by up to 80% and reduce costs by up to 60%. Poor

semantics in GenAI lead to greater hallucinations, more tokens required and higher costs.”

The second precondition is metric-definition hygiene — one definition of ARPU, one definition of churn,
one definition of gross margin, all encoded in the semantic layer and versioned. The third is data quality:

without direct access to live, governed enterprise data, models have no context for business rules,
governance requirements, or operational realities.

06 ·  IMPLEMENTATION JUANBELTRAN.CH · 2026

When accuracy matters — board data, auditors, OKRs, KPIs,
weekly reports — configure a Semantic Layer and connect your
LLM to it. For ad-hoc exploration, check if the Semantic Layer
can answer first.

DBT LABS — SEMANTIC LAYER VS.  TEXT-TO-SQL BENCHMARK,  2026

“
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Three architectural patterns.

PATTERN A — NATIVE AI IN YOUR BI TOOL

Enable Copilot, Tableau Pulse, Gemini in Looker, Qlik Answers, or ThoughtSpot Spotter within the platform
the business already uses. Lowest implementation friction, tightest governance, strongest vendor support.

Best suited to organizations with an existing primary BI platform and reasonable semantic-layer discipline.

PATTERN B — LLM ON TOP OF BI

An external LLM (Claude, GPT-class, Gemini) queries your BI tool or warehouse through an integration
layer, using MCP servers, REST APIs, or vendor-specific endpoints. Gives flexibility across vendors and

lets organizations standardize on a single enterprise LLM. Raises governance complexity — every query
result is, in practice, shared with the LLM provider unless a private or bring-your-own-key deployment is

used.

PATTERN C — AGENTIC / MCP ORCHESTRATION

A multi-tool agent reasons across the semantic layer, a BI tool, a warehouse, ticketing systems, and
workflow tools, taking actions rather than merely answering questions. This is the direction of travel:

Gartner projects autonomous analytics platforms managing and executing 20% of business processes by
2027. Today, it is for organizations with mature data governance and a clear appetite for experimentation.

Prompting, guardrails, and evaluation.
Analytical AI is not a general chat application. Prompts that work best are descriptive, specific, and
anchored in known measure and dimension names from the semantic layer. Guardrails should include

row-level security that travels with the query, audit logs of every AI-generated answer, and a human-in-the-
loop for any insight that triggers automated action.

Quality measurement should combine three metrics: hallucination rate (answers that contradict the

governed semantic definition), insight accuracy (answers that match analyst verification on a held-out
benchmark), and adoption (active users, alert click-through, time-to-decision). The dbt benchmark

approach — a fixed set of business questions with known correct answers, re-run periodically as models

evolve — is a replicable pattern for enterprise QA.

06 ·  IMPLEMENTATION JUANBELTRAN.CH · 2026
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S E C T I O N  S E V E N  ·  R I S K S

What could go wrong, and how to tell when it
is.

AT  A  G L A N C E

Hallucinations. Over-reliance. Context blindness. Data leakage. Vendor lock-in.
Governance blast-radius errors. Each is mitigable; none disappears with scale.

FIGURE 7  A risk dial for AI-augmented analytics programs. Hallucinated insights and over-reliance sit in the upper-right
quadrant — high likelihood, high impact — and demand active mitigation, not passive monitoring.

07 ·  RISKS JUANBELTRAN.CH · 2026
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Hallucinations and factual errors.
LLMs generate responses by predicting plausible continuations, not by verifying accuracy. MIT Sloan's

Teaching & Learning Technologies group puts it precisely: “Their goal is to generate plausible content, not
to verify its truth. That means any accuracy in their outputs is often coincidental.”

The analytics-specific risk is that the model generates an answer confidently, but the answer cannot be

traced back to source data. What seemed like a breakthrough insight turns out to be an AI hallucination.
Mitigation is structural: force the LLM to cite the semantic measure and dimension used; deterministically

generate queries via the semantic-layer API rather than free-form SQL; retain full audit lineage.

Over-reliance and literacy erosion.
Gartner's October 2025 strategic-prediction release contains a striking forecast: “Through 2026, atrophy of

critical-thinking skills, due to GenAI use, will push 50% of the global organizations to require 'AI-free' skills
assessments.” For analytics specifically, the risk is that executives accept AI-generated insights without

probing assumptions — the inverse of the Luca-Edmondson framework.

Mitigation requires deliberate friction: highlight confidence levels, expose the
underlying SQL or semantic query, and periodically rotate AI-generated conclusions
through human analyst review.

AUTHOR — IN THE TRADITION OF MIT SLOAN'S DECISION-ARCHITECTURE RESEARCH

Context blindness.
AI can miss the strategic context a human knows implicitly — a competitor's launch, a regulatory shift, an
internal reorganization. AI amplifies the generalizability failure mode when it extrapolates from historical

patterns that no longer apply. Organizations should treat AI- generated recommendations as hypotheses,
not conclusions.
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Security and data leakage.
Regulated industries must map data flows precisely. When an external LLM answers a question about

enterprise data, the question and (typically) the answer traverse the model provider's infrastructure.
Google has committed that Looker's Gemini integration does not retain or train on customer prompts and

outputs; Salesforce's Agentforce Trust Layer provides comparable guarantees; ThoughtSpot allows bring-
your-own-LLM and no data retention. For MCP-style external-LLM patterns, the governance burden is

higher and requires formal data-governance review in regulated environments.

Vendor lock-in and pricing opacity.
Copilot in Power BI requires Premium P1+ or Fabric F64+ capacity, which at list price lands in the tens of

thousands of dollars per year for serious deployments. Tableau+'s Enhanced Q&A is a premium tier on top
of Tableau Cloud. Sisense pricing is, per third-party analysis, opaque — self-hosted deployments start

around $10,000 per year and cloud versions often exceed $20,000. Organizations should model total cost
of ownership including the semantic-layer investment, not just AI license fees.

When not to trust autonomous AI.
A practical rule: AI should interpret; humans should decide on anything above a pre-agreed blast
radius. Material capital allocation, headcount changes, pricing shifts, public disclosures, and anything

irreversible should remain human-gated even when the AI's recommendation is highly confident.

T H E  B L A S T - R A D I U S  P O L I C Y

Before enabling agentic analytics, define three tiers in writing: (1) what the agent can do
autonomously; (2) what it can recommend and execute on human approval; (3) what it must

escalate regardless of confidence. Audit the log of every agent action for the first ninety days. This

is not optional in regulated industries; it is prudent in all others.
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S E C T I O N  E I G H T  ·  T H E  N E A R - T E R M  F U T U R E

2026 and beyond.

AT  A  G L A N C E

Agentic analytics moves from interpretation to action. Push-based insights replace the
dashboard as the primary consumption surface. Ambient, voice, and workflow-
embedded analytics converge. Gartner calls the next stage “perceptive.”

FIGURE 8  Gartner forecasts 75% of analytics content will be contextualized via GenAI by 2027, with autonomous analytics
platforms managing 20% of business processes. Pre-2025 values are directional, reconstructed from Gartner guidance.

Agentic analytics moves from interpretation to action.
IDC's August 2025 forecast projects worldwide AI spending growing at a 31.9% CAGR to $1.3 trillion by

2029, with agentic AI-enabled applications as the dominant driver. Gartner's 2026 D&A predictions
explicitly forecast that “half of business decisions will be augmented or automated by AI agents.” Platforms

will increasingly trigger workflows — rebalancing inventory, pausing a campaign, opening a ticket — in
response to detected anomalies, not merely report them.

08 ·  THE NEAR-TERM FUTURE JUANBELTRAN.CH · 2026
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Push-based insights replace dashboards as the primary surface.
Tableau Pulse, Power BI Copilot's proactive narrative, Looker's scheduled Conversational Analytics

delivery, and ThoughtSpot's Slack and Salesforce push all point to the same endpoint: the dashboard
becomes the drill-down, not the daily read. Tableau's marketing frames the shift as moving “from a pull

model to a push model”; Oracle calls it the shift from static to modern analytics.

FIGURE 9  Global AI spending projection 2024–2029. Source: IDC Worldwide AI Spending Guide, August 2025. CAGR
31.9%. Agentic AI is the primary growth driver.

Ambient, voice, and convergence.
As conversational interfaces mature, expect voice queries against metric stores, embedded into CRM,

ERP, and collaboration tools. Tableau Pulse already delivers via mobile; the next step is ambient
availability across headsets, meeting-room devices, and workflow tools like Teams and Slack.

Gartner's Rita Sallam forecasts a $58B market shake-up through 2027 as generative-AI agents challenge

mainstream productivity tools for the first time in three decades. The distinction between BI tool, AI copilot,
and workflow automation is eroding: Salesforce's Agentforce, Microsoft's Copilot + Fabric + Power BI, and

Google's Gemini Enterprise + Looker + Workspace are all bets on convergence.

08 ·  THE NEAR-TERM FUTURE JUANBELTRAN.CH · 2026
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S E C T I O N  N I N E  ·  C O N C L U S I O N  &  N E X T  S T E P S

A maturity model and five concrete actions.
he thesis of this briefing is straightforward and defensible: stakeholders who struggle to
read dashboards do not need better dashboards. They need dashboards that read

themselves and tell them what matters. The technology is generally available. The constraint is
data discipline, change management, and governance.

FIGURE 10  A four-stage maturity model for AI-augmented analytics. Each stage adds capability; each adds governance,
tooling, and change-management requirements.

Most organizations in 2026 sit somewhere between Stage 1 and Stage 2. Moving to Stage 3 is where the

real business-model advantage opens up — and where Gartner's “perceptive analytics” frame becomes
operational rather than aspirational.
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Five concrete actions for analytics leaders.

01 · AUDIT THE DASHBOARD GRAVEYARD THIS QUARTER.

Use Power BI usage metrics, Tableau admin insights, or equivalent. Sunset anything unused for 90 days.
Identify the 20% of dashboards that drive 80% of decisions, and target them for AI augmentation first.

02 · ASSESS SEMANTIC-LAYER READINESS BEFORE ENABLING COPILOT-CLASS
FEATURES.

Run the dbt-style benchmark internally: 20–30 business questions with known answers, measured before
and after enabling the AI feature. If accuracy is below 70%, invest in the semantic layer before expanding

the pilot.

03 · PICK ONE PROACTIVE-DELIVERY CHANNEL AND COMMIT.

Tableau Pulse, Power BI Copilot standalone, or ThoughtSpot Spotter digests to Slack. Subscribe the
executive team. Measure alert click-through and time-to-decision.

04 · BUILD THE GUARDRAIL STACK EARLY, NOT LATE.

Row-level security, audit logging, hallucination-benchmarking, and an explicit “when not to trust
autonomous AI” policy. Gartner and McKinsey evidence suggests governance is the dominant predictor of

whether AI investments translate into EBIT.

05 · RESHAPE THE ANALYST ROLE INTENTIONALLY.

Analysts become semantic-layer curators, prompt and metric engineers, and insight auditors.
Communicate this shift explicitly — McKinsey's high-performer finding is that workflow redesign, not

feature adoption, separates organizations that capture AI value from those that do not.

09 ·  CONCLUSION & NEXT STEPS JUANBELTRAN.CH · 2026

GenAI is not replacing business intelligence; it's leveling the
playing field as all BI vendors integrate generative and agentic
AI capabilities based on the same large language models.

BORIS EVELSON — PRINCIPAL ANALYST,  FORRESTER (Q2 2025 BI  WAVE)

“
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A final observation.
The competitive advantage in 2026 is no longer which BI tool an organization chooses. It is how quickly

that organization's data, semantics, and operating model can be rebuilt to let AI do what dashboards have
always been asked to do and have, for two decades, mostly failed to do: tell the people who need to act
what is actually going on.
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Every case study is flagged for provenance. The rest is analysis.
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“
The competitive advantage is no longer which BI tool

an organization chooses. It is how quickly that
organization's data, semantics, and operating model

can be rebuilt to let AI do what dashboards have
always been asked to do and have, for two decades,

mostly failed to do.
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