
 Sr. Business Advisor
Mason Small Business 
Development Center
 

Senior Business Adviser SBDC
Growth Wheel Int’l Cert. Biz Adviser

 
Adjunct Professor @

GMU’s School of Engineering

Mentor @ 3 NoVA Tech Accelerators;
Entrepreneur, Investor 

Co-Founder Marketing Strategy Firm

Former Executive, ExxonMobil; 
Retired U.S. Navy Captain; 

BS Engineering U. S. Naval Academy 
Masters CMU +

Kellogg, Thunderbird, Process GBelt  

Please call me…

Hello and Welcome ! 

Mason SBDC Workshop - Building your Business Performance 
Dashboard Metrics - June 7th, 2023 - YouTube

“Building your Business 
Performance Dashboard Metrics 

https://www.youtube.com/watch?v=H5Crutq-pvI
https://www.youtube.com/watch?v=H5Crutq-pvI


Hello Startup Companies!

Hello new Venture Companies !

Hello Mature Businesses!    



Unique Blend 
of Diverse, 
Relevant 
Perspectives   

Fortune 5 Executive;  
C-Suite Business, 
Strategy, Financials, 
Process Disciplines 

• Ethics
• High Performance   

Team Building 
• Essential Qualities
      of Executive Leadership

Small Business Co-Founder;  
Lean Start-up Principles; 
Coaching/Mentoring for > 200 
businesses 

Fusing together “street-wise” startup culture 

with the perspectives of 

process disciplines and proven leadership 

• Adjunct Prof. 10yrs
• How Adults Learn
• Prof. Development
• Seminars 
• Coaching
• Consulting 

https://www.linkedin.com/in/georgesiragusa/

https://www.linkedin.com/in/georgesiragusa/


Introduction to the Americas
Small Business Development Centers

• over 1000 Centers Nation-Wide
• 27 Virginia SBDC Centers

Visit https://americassbdc.org/

Find Your SBDC - America's SBDC (americassbdc.org)

https://americassbdc.org/find-your-sbdc/


4031 University Drive, Fairfax, Virginia 22030 | www.masonsbdc.org  | Phone: 703-277-7747

Examples of Mason SBDC Services-at-a-Glance 

Mason Small Business 
Development Center

Serving: 

• Fairfax, Arlington, 
Prince William 
Counties

Guidance: to turn your 
ideas into an 
enterprise

Aim: positively impact 
our regional economy! 

about:blank


Among people who quit work without a new job in hand, 
close to half (47%) chose to return to the workforce — but 

only 29% went back to a traditional, full-time job. 18% of 
people either found a new role with reduced hours 

through temporary, gig or part-time work or decided 
to start their own business.  Over the 

course of the pandemic, new business 
applications grew by more than 30%, with 
almost 10 million new applications in 2022! 
Competition for talent after the Great Resignation | McKinsey

40% of workers are considering quitting jobs soon—where they're going (cnbc.com)

5.4

2021

9.8

2022

https://www.whitehouse.gov/briefing-room/presidential-actions/2022/04/29/a-proclamation-on-national-small-business-week-2022/
https://www.mckinsey.com/business-functions/people-and-organizational-performance/our-insights/gone-for-now-or-gone-for-good-how-to-play-the-new-talent-game-and-win-back-workers
https://www.cnbc.com/2022/07/20/40percent-of-workers-are-considering-quitting-their-jobs-soon.html


New Business Insights: Side-hustle surge predicted in 2023 - 
Article (intuit.com)

2022 Full Year! 

Source: WH.gov

https://quickbooks.intuit.com/r/small-business-data/new-business-insights-2023/
https://quickbooks.intuit.com/r/small-business-data/new-business-insights-2023/




SBDC Services /  Economic Impact 

• One-on-one confidential 
business counseling

• Small group training 
seminars

• Conferences, workshops, 
seminar series (like today)

• Resource referral to local, 
state, federal and private 
sources

JOBS

SALES GROWTH

CAPITAL INVESTMENT

NEW BUSINESS STARTS            

M
e
t
r
i
c
s 



Funded in part through a cooperative agreement with the U.S. Small Business Administration and George Mason University. All Opinions, conclusions or recommendations 
expressed are those of the author(s) and do not necessarily reflect the views of the SBA.



4031 University Dr. #100, Fairfax, VA 22030 | https://masonsbdc.org  | (703) 261-4105 | Help@masonsbdc.org

Funded through a cooperative agreement with the U.S. Small Business Administration and George Mason University. All opinions, conclusions or recommendations are those of the author(s) and do not necessarily 

reflect the views of the SBA.
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Mason SBDC Webinars

• Legal & Admin Steps to 
Starting a Business

• Value Proposition Design

• Developing your Business 
Plan Briefing 

• Small Business Financing

• Marketing 101

• Government Contracting 101

• Digital Marketing – SEO and 
Social Setting

• Accounting and Financial 
Management

• Guide to Building your 
Business Performance 
Metrics 

• Business Operations – Taxes, 
HR, Legal, Real Estate

• Small Business Cyber 
Security

https://masonsbdc.org/workshops/

about:blank
https://masonsbdc.org/workshops/




4031 University Dr. #100, Fairfax, VA 22030 | https://masonsbdc.org  | (703) 261-4105 | Help@masonsbdc.org

Funded through a cooperative agreement with the U.S. Small Business Administration and George Mason University. All opinions, conclusions or recommendations are those of the author(s) and do not necessarily 

reflect the views of the SBA.
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In Summary…Mason SBDC can offer: 

• Perspectives / Coaching / Advising
• Resources
• Education
• Access to Capital
• Mentorship 
• Guidance along your Journey! 

about:blank


George Siragusa 

Senior 

Business 

Adviser 

https://www.link
edin.com/in/geo
rgesiragusa/

• Resources:     

• Contacts:          help@masonsbdc.org or (703) 261-4105

• 1:1 Counseling:  https://clients.virginiasbdc.org/reg.aspx?mode=counsel&center=46110&subloc

• Workshops:      https://masonsbdc.org/workshops/

Seeking our NO-COST Business 

Assistance? 

Mason SBDC

10306 Eaton Place 

Suite 180

Fairfax, VA 22030

(703) 261-4105

Our Website:

www.masonsbdc.org

 https://www.virginiasbd.org/

https://www.linkedin.com/in/georgesiragusa/
https://www.linkedin.com/in/georgesiragusa/
https://www.linkedin.com/in/georgesiragusa/
mailto:help@masonsbdc.org
https://clients.virginiasbdc.org/reg.aspx?mode=counsel&center=46110&subloc
https://masonsbdc.org/workshops/
http://www.masonsbdc.org/
https://www.virginiasbdc.org/


Performance Management:  
Building Your Business Dashboard  

Monitor  asuite of business performance metrics, distil data, “mine” for insights, take actions, improve your business !

Collect data. Understand insights. Take action. 



A Dashboard “Sea Story” Analogy  

Our Dashboard(s) 



A Dashboard “Sea Story” Analogy  

• Plan your Route

• Identify, Monitor Core Functions

• Track along your course 

• Monitor/Assess/Adjust Course

• Understand Impacts of External 
environmental Forces

• Monitor/Assess/Adjust Course

Our Dashboard(s) 



A Dashboard “Sea Story” Analogy  

• Plan your Route

• Identify, Monitor Core 
Operational Functions

• Track along your course 

• Monitor/Assess/Adjust Course

• Understand Impacts of External 
environmental Forces

• Monitor/Assess/Adjust Course

Our Dashboard(s) 
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A Dashboard “Sea Story” Analogy  

• Plan your Route

• Identify, Monitor Core 
Operational Functions

• Track Along your Course 

• Monitor/Assess/Adjust 
Course

• Understand Impacts of 
External Forces

• Monitor/Assess/Adjust Course

Our Dashboard(s) 



A Dashboard “Sea Story” Analogy  

• Plan your Route

• Identify, Monitor Core Functions

• Track Along your course 

• Monitor/Assess/Adjust Course

• Understand Impacts of External 
environmental Forces

• Monitor/Assess/Adjust 
Course; then arrive at 
destination

Our Dashboard(s) 
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Today’s Webinar 
Learning Objectives:

Upon Completion of this webinar you will 
become familiar with 

answers to these questions: 
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Source: Staci Bullard

Home - Strategy Implementation Institute

Summary of Today’s Webinar 
Learning Objectives:

https://www.strategyimplementationinstitute.org/
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Source: Staci Bullard

Home - Strategy Implementation Institute

Summary of Today’s Webinar 
Learning Objectives:

https://www.strategyimplementationinstitute.org/
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Source: Staci Bullard

Home - Strategy Implementation Institute

Summary of Today’s Webinar 
Learning Objectives:

https://www.strategyimplementationinstitute.org/
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Source: Staci Bullard

Home - Strategy Implementation Institute

Summary of Today’s Webinar 
Learning Objectives:

https://www.strategyimplementationinstitute.org/
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❑ What is the Common Language (and Shared Definitional Understanding) related to Metrics 

❑ What is a Business Management “Dashboard” or “Score Card

❑ What do these Dashboards look like 

❑ Why is a “Scorecard” or “Dashboard” important ; what are the benefits to business 

❑ Beside financials metrics, what other categories of key indicators are included on dashboards 

❑ What guiding principles are useful to review before building a first draft business scorecard

❑ What size businesses typically need Scorecards or Dashboards 

❑ How do we get started ; can small business owners build these themselves 

❑ What metrics should we begin with on our first draft 

❑ What tools, software, or other resource are available that make developing scorecards easy 

❑ How do I use metrics with the business team; explain stewardship and reporting 

❑ How often do we need to update and review the dashboards with the team 

❑ What insights can Dashboards provide

❑ What type of actions can we take based on the dashboard metrics and insights to make a 
positive impact 

❑ How do I schedule an appointment to get help building a first draft of a business dashboard

Today’s Learning Objectives and Briefing Outline: 
Upon Completion of this webinar you will become more familiar with: 
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Prime References for this Webinar

Yours Truly 



4031 University Drive, Fairfax, Virginia 22030 | www.masonsbdc.org  | Phone: 703-277-7747

Businesses we have on the call today?  Help me help you 

•  ?
•  ? 
•  ?
•  
•  
•  
•  
•  
•  

Please respond to             
3 survey polls to get a 
sense of the mix of 
businesses represented: 
• Industries?
• Years in Business?
• Number of Employees? 

about:blank


Funded through a cooperative agreement with the U.S. Small Business Administration  George Mason University. All opinions, conclusions or recommendations are those of the author(s) and do not necessarily 

reflect the views of the SBA.

32

Participant
Engagement! 

Please go to Poll #1: 

What is The Business (industry) you are in ?



Funded through a cooperative agreement with the U.S. Small Business Administration  George Mason University. All opinions, conclusions or recommendations are those of the author(s) and do not necessarily 

reflect the views of the SBA.
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Please go to Poll #2: 

How many years 

have you been in Business? 



Funded through a cooperative agreement with the U.S. Small Business Administration  George Mason University. All opinions, conclusions or recommendations are those of the author(s) and do not necessarily 

reflect the views of the SBA.
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Poll #3: 

How many Full Time and or Part 

Time Employees 

do have you been in Business? 



“Coach S.”  Friendly Workshop Challenge? : 

…please consider applying 
just 1 tip 

you may learn today 
to your business –  tomorrow! 
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“Common Language”  
+plus 

“Shared Understanding” 

Before we get started, let us ensure we speak with:  

Definitions or sometimes called “Terms of Reference”
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“Common Language”  
plus 

“Shared Understanding” 

Key Performance Indicators or KPIs

Leading vs Lagging Indicators 
 

Stewardship vs. Reporting 
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Source: what is a lead indicator or kpi - Bing images

1.

https://www.bing.com/images/search?view=detailV2&ccid=b7Thl%2FhJ&id=3EC0788BEF901909CEDCDAF2AD27F2828C2E2DE3&thid=OIP.b7Thl_hJs9ZjOXHLvJV8JwHaC1&mediaurl=https%3A%2F%2Fwww.integratesustainability.com.au%2Fwp-content%2Fuploads%2F2019%2F01%2FIndicator-3.png&exph=332&expw=865&q=what+is+a+lead+indicator+or+kpi&simid=608030419904314477&form=IRPRST&ck=2287E2A31976B7DCB1A4E80541C55287&selectedindex=13&ajaxhist=0&ajaxserp=0&vt=0&sim=11&cdnurl=https%3A%2F%2Fth.bing.com%2Fth%2Fid%2FR.6fb4e197f849b3d6633971cbbc957c27%3Frik%3D4y0ujILyJ63y2g%26pid%3DImgRaw
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Example: 
You add 2 
more 
products 
this year

Example: 
Revenue (or 
new profit) 
associated 
with the sale 
of the 2 
products 
added

2.
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Illustrative Examples to Reference 
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Talking about “Scorecards” implies  2 Sub-Processes: 

1) “STEWARDSHIP” 2) “REPORTING”

3.
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Talking about “Scorecards” implies  2 Sub-Processes: 

1) “STEWARDSHIP”

Definition: a regular occurring process by which 

assigned Stakeholders capture and analyze 

empirical data comparisons, versus the 

“target” for a given period of time (i.e. week, 

month, year), using pre-determined 

(….spreadsheet or template).  

3.

Process to 
Capture and
Analyze Data 
Using a 
predetermined
Format or Platform
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Talking about “Scorecards” implies  2 Sub-Processes: 

2) “REPORTING”

Definition: a regular occurring process by which assigned 

Stakeholders obtain and then report out business  

progress, using the “dashboard” (template), offering 

insights and recommendations required to explain and 

manage areas of responsibility across the  business, (i.e. 

sales, marketing, customer service, etc.).

3.

Recurring 
Process to 
Report out
Findings, Insights,
And Recommend Actions often in 
the form of data visualization dashboard  
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3-7Core

MetricsU
p

to
10

Supplemental M
etric

s

Talking about “Scorecards” implies  2 Sub-Processes: 

1) “STEWARDSHIP” 2) “REPORTING”

HQ Approved  

Standard Reporting 

Suite

Local, Non-

Standard Reporting 

Suite

Definition: a regular occurring process by which assigned 

Stakeholders obtain and then report out business  

progress, using the “dashboard” (template), offering 

insights and recommendations required to explain and 

manage areas of responsibility across the  business, (i.e. 

sales, marketing, customer service, etc.).

Definition: a regular occurring process by which 

assigned Stakeholders capture and analyze 

empirical data comparisons, versus the “target” for a 

given period of time (i.e. week, month, year), using 

pre-determined “dashboard” (….spreadsheet or 

template).  

In early stage companies these 2 processes are often done by the same stakeholder(s)  

3.



Pause: Questions thus far ?  
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A business dashboard is an information management tool that is used to 
display KPIs, metrics, and other key data points relevant to a business, 
department, or specific process in a simplified and easily digestible way. 

"A well designed 
dashboard report 
is a remarkable 

information 
management tool"

Think “Dashboard = Scorecard” in our Business Context
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A business dashboard is an information management tool that 
is used to track KPIs, metrics, and other key data points relevant 
to a business, department, or specific process. 

Business dashboards take their name from automobile 
dashboards; in fact, when you think about it, business 
dashboards are used in much the same way as 
automobile dashboards. 

Under the hood of your vehicle, there may be 
hundreds of processes that impact the performance of 
your vehicle. 

Your dashboard summarizes vehicle functions using 
data visualizations so you have the peace of mind to 
concentrate on safely operating your vehicle…

(…or your business performance !) 

"A well designed 
dashboard report 
is a remarkable 

information 
management tool"



What is the History 
of the 

Business Management “Dash Board” 
or 

“Scorecard”?

What is its revelance to Business Performance Management? 

Sources: 
The Balanced Scorecard - Harvard Business Review - YouTube

Balanced Scorecard Animation - YouTube

What is a Balanced Scorecard: A Simple Explanation For Anyone - YouTube

https://www.youtube.com/watch?v=biyGxEix5Zs
https://www.youtube.com/watch?v=biyGxEix5Zs
https://www.youtube.com/watch?v=6AwStmfS2HY
https://www.youtube.com/watch?v=SIPcT92E18w
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Historical Context and Concept 

1996 !

Approach & Key Findings:  

• 1 yr. of Research : 12 Companies Interviewed
• outcome was a “dashboard framework”  
• metrics were not solely financial measures

• 4 measures linked by metrics:  
• financial measures (Revenue, all 

Operating Expenses, Margin 
• PLUS ++   3 operational measures :

• customer satisfaction
• internal processes
• organization’s ability to learn 

and improve

“Managers can create a balanced 
scorecard by translating their 
company’s strategy and mission 
statements into specific goals and 
measures.”

Balanced Scorecard - What is the 
Balanced Scorecard? (intrafocus.com)

Balanced Scorecard - What is the Balanced Scorecard? (intrafocus.com)

https://www.intrafocus.com/balanced-scorecard/
https://www.intrafocus.com/balanced-scorecard/
https://www.intrafocus.com/balanced-scorecard/
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Link Specific Relevant Measurements to your Strategy
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Source: moments-of-trust-v4.pdf (linkedin.com)
What Is Revenue Operations and How Does It Create Value? 
(forbes.com)

https://business.linkedin.com/content/dam/me/business/en-us/marketing-solutions/cx/2020/images/pdfs/moments-of-trust-v4.pdf
https://www.forbes.com/sites/stephendiorio/2021/07/14/what-is-revenue-operations-and-how-does-it-create-value/?sh=2ea991785176
https://www.forbes.com/sites/stephendiorio/2021/07/14/what-is-revenue-operations-and-how-does-it-create-value/?sh=2ea991785176
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Example Metrics for the 4 Scorecard Measures  



55
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“Data is the antidote to self-delusion. 

By allowing you to soberly measure your success, it 
keeps you on track: you'll know exactly where you 
stand as you work toward your goal.”

Lean Analytics - by Alistair Croll and Benjamin Yoskovitz
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“Poor or ineffective 

strategic alignment 

often results in 

execution failure, 

unclear or conflicting 

priorities, duplicated 

efforts, organizational 

conflict and a decrease 

in employee 

motivation.” 

Source: 

Align around 
published

performance 
metrics

Staci Bullard

Home - Strategy Implementation Institute

https://www.strategyimplementationinstitute.org/


What might these 
Business Management “Dashboards ” 

or 
“Scorecards ” 

look like ? 

NOTE: The following examples are Illustrative Only !



Met or exceeded plan Short of planSomewhat Short of Plan

Example 1a: Topside Summary. Color Coded “Go-No-Go” Status. Objective Oriented. 

Definitions : 

Resource: Red, amber, green - RAG reporting | Intrafocus Academy

Red, amber, green, is 
a traffic light system 
that tells you that ‘red’ 
statuses are an alert, 
‘amber’ statuses signal 
caution and ‘green’ 
means everything is on 
track. 

https://www.intrafocus.academy/red-amber-green-rag-reporting/


Employee Safety

Lifetime Value of Customers 

Audit Results

Credit ; Deliquency > 30 days 

Total Revenue 

Premium Sales Volume 

Total Operating Expense/Unit Opex

Marketing as a % of Sales 

Abandoment Rate 

Pipeline Conversion Rate 

Return on Capital Employed 

Met or exceeded plan

Contractor Incidents Short of both
plan and prior year

Product Returns

Gross Margin 

Best Ever

Met or Exceeded 2020

But Fell Short of Plan

Example 1b: Topside Summary. Color Coded “Go-No-Go” Status. Objective Oriented. 

Definitions of each Color Coded Category 

Resource: Red, amber, green - RAG reporting | Intrafocus Academy

Red, amber, green, is a traffic light system that tells you 
that ‘red’ statuses are an alert, ‘amber’ statuses signal caution 
and ‘green’ means everything is on track. 

https://www.intrafocus.academy/red-amber-green-rag-reporting/
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Example 1c: Topside “Go-No-Go” Status Goals for Sales Team 
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Example 2a: Spreadsheet of “KPIs”. Progress against Target. Color Coded Status. 
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Example 2b: Spreadsheet of “KPIs”. Targeted Progress with Color Coded Status and Milestones 
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Example 3: Software Tools. Integrated with Business Platforms. Data Visualization   



Why is a “Scorecard” 
or 

“Dashboard” important ? 
and

what are the benefits 
to business ?



❑  Break strategic imperatives into things you can measure

❑  See a balanced view of your organization performance
❑  Improve strategic communication

❑  Improve organizational alignment

❑  Drive accountability

❑  Show employees see how they are contributing 
❑  Support actionable decision-making

❑  Identify, Improve poor performance
❑  Adapt to changes, new dynamics over time 

Benefits of a Balanced Scorecard for Businesses
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✓Decision-makers become more confident when they can support decisions 
and justify their hypothesis with hard data. 
✓ It also becomes far easier to obtain buy-in.

✓Employees across the organization can use the same data to suggest ideas 
for improvements and to innovate 
✓ – using the same data that leaders have access to, via an exciting base of rich 

dashboards and informatics; empowers staff to contribute

✓KPIs become far easier to set and to manage
✓ – and teams can take on their own with confidence

✓Employees become more motivated 
✓ – seeing the figures which evidence their results (and which make it far easier for 

rewards to be applied for high performance.)

✓Small – Medium businesses have scarce resources; need to be efficient! 

Improving business processes and decision making becomes simpler

Q: What are some benefits to businesses for investing time 
into building dashboards and KPIs?

https://www.intrafocus.com/spider-impact/
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Q: What are some 
other benefits to 
businesses for 
investing in building 
dashboards and 
KPIs?   

Why Bother?
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Q: What are some 
other benefits to 
businesses for 
investing in building 
dashboards and 
KPIs?   Why Bother?

“Scoreboard has greatly streamlined manual data collection, 
and our KPIs are much more readily accessible than before. 

--- Roland Schmid, Associate Director, Biogen Idec

A:
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Being able to answer “what” questions in your 
data is incredibly valuable. It helps to tell a story 
about your data, and to identify problems and 
issues



71

"A well designed dashboard report is a 
remarkable information management tool"

Being able to answer “what” questions in your 
data is incredibly valuable. It helps to tell a story 
about your data, and to identify problems and 
issues
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"A well designed dashboard report is a 
remarkable information management tool"

“You can’t effectively 
manage what you don’t 

measure” 

Being able to answer “what” questions in 
your data is incredibly valuable. It helps to 
tell a story about your data, and to identify 
problems and issues
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"A well designed dashboard report is a 
remarkable information management tool"

“You can’t effectively 
manage what you don’t 

measure” 

Establishing and reporting out metrics and key performance 
indicators, gives you and your team a view, a visibility into 

performance, so the team can regularly assess their areas of 
potential improvement.

Being able to answer “what” questions in your 
data is incredibly valuable. It helps to tell a story 
about your data, and to identify problems and 
issues
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"A well designed dashboard report is a 
remarkable information management tool"

“You can’t effectively 
manage what you don’t 

measure” 

“What gets 
measured gets 

done.”
Establishing and reporting out metrics and key performance 
indicators, gives you and your team a view, a visibility into 

performance, so the team can regularly assess their areas of 
potential improvement.

Being able to answer “what” questions in your 
data is incredibly valuable. It helps to tell a story 
about your data, and to identify problems and 
issues



Pause: Questions thus far ?  



What principles 
guide the development 

of a first draft 
of a 

business scorecard 
or 

dashboard ?
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel 
spreadsheet
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 7 total KPIs or Metrics representing a handful of themes to begin
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
❑ Pick metrics that “DRIVE” positive business results; avoid “vanity” metrics (discovery) 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
❑ Pick metrics that “DRIVE” positive business results; avoid “vanity” metrics (discovery) 
❑ Ensure the metrics will produce some insights; ask “How would I act on these if I had the data” ? 
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
❑ Pick metrics that “DRIVE” positive business results; avoid “vanity” metrics (discovery) 
❑ Ensure the metrics will produce some insights; ask “How would I act on these if I had the data” ? 
❑ Develop metrics for your scorecard that are at least “semi-automated” / tech enabled if possible
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
❑ Pick metrics that “DRIVE” positive business results; avoid “vanity” metrics (discovery) 
❑ Ensure the metrics will produce some insights; ask “How would I act on these if I had the data” ? 
❑ Develop metrics for your scorecard that are at least “semi-automated” / tech enabled if possible
❑ Seek guidance from a mentor (help@masonsbdc.org) to help build and then validate your 1st 

draft
 

mailto:help@masonsbdc.org
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Guiding Principle Checklist for 1st time Scorecard / Dashboard Development 

❑ Start simply and modestly ; use a simple color coded “go-no go” status or simple excel spreadsheet
❑ Start with less than 9 total KPIs or Metrics representing a handful of themes to begin
❑ Measure what matters; develop the fewest relevant metrics 
❑ Select a few metrics that are not solely financial (i.e. Revenue or Cost) in nature 
❑ Build a mix of “lead”, “lag”, and “milestone” metrics in your 1st draft if possible 
❑ Select a few metrics that are “ratios”; comparative metrics offer the best perspectives, insights 
❑ Ensure the metrics are meaningful, relevant, measurable and quantitative (discovery)
❑ Pick metrics that “DRIVE” positive business results; avoid “vanity” metrics (discovery) 
❑ Ensure the metrics will produce some insights; ask “How would I act on these if I had the data” ? 
❑ Develop metrics for your scorecard that are at least “semi-automated” / tech enabled if possible
❑ Seek guidance from a mentor (help@masonsbdc.org) to help build and then validate your 1st draft
 
…And then…
❑ Deploy, looking for insights that would lead to an action yielding a 1% improvement in ANY area !   

mailto:help@masonsbdc.org


How do successful businesses link data to strategy? 



Best Practices in linking data to 
strategy: 

Successful Business Firms: 

➢ use a wide base of data sets from internal and external 
sources. 

• internal sources could be the company CRM, 
website analytics, sales systems and so forth. 

• external data might be benchmarking data, 
commissioned industry landscape reports or 
competitor analysis.

➢ systematically gather, assess, mine insights and utilize 
this data and then use it to underpin all decision 
making. 

• This ensures that data drives strategic decisions. 

➢ invest in data systems and use automated business 
system software wherever possible to links to these 
systems to leverage their software purchase value



What size businesses 
typically need 

Scorecards or Dashboards 
to run their businesses ?
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Perspectives on creating business dashboards 
across a spectrum of businesses of all sizes 
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There is no particular business size threshold 
to begin thinking about 

building a business dashboard

▪ Tiny family businesses
▪ Community based businesses 
▪ Fledgling startups
▪ Growth companies 
▪ Campaign organizers
▪ Charities and non profits 
▪ Large Corporations

Everyone starts 
with “3 simple 
Metrics that 
Matter” most to 
your particular 
business



Pause: Questions thus far ?  



How do we get started ? 

How do small business owners begin
building these Dashboards

for
their businesses ?

Microsoft Word - How to 
Develop Meaningful Key 
Performance Indicators V7-
web A5 Size.docx 
(intrafocus.com)

https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf


Every Business has 3 “CORE” (financial) 
Metrics to begin to track !  

Participant Engagement:  
 
Put your answers / guesses 
in the chat box ! 



Every Business has 3 “CORE” Metrics to 
begin to track !  

Top Line Revenue – $$$s in 

Operational Expenses / Budget – $$$s  
paid out

Margin – $$$s left for the business  
after all expenses, rent, tax, etc. are 
paid for 
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Process for developing a KPI dashboard
Here’s a framework for creating a KPI dashboard. 

❑ Focus on one business target and place it into view 
❑ Define your key performance indicators that measure progress against those targets 
❑ Consult with stakeholders
❑ Sketch your dashboard’s design or use a template 
❑ Gather your key data points
❑ Assign dashboard development to staff (or yourself if solopreneur)
❑ “Build a Story Board” of your first key performance indicator / metric
❑ Deploy your 1st KPI dashboard “governance” meeting structure and frequency

…then build 4 more KPIs / Metrics…..(then there were 5 !) 

…then down the road, consider selecting KPI dashboard software

https://www.klipfolio.com/
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Process for developing a KPI dashboard
Here’s a framework for creating a KPI dashboard

Microsoft Word - How to Develop 
Meaningful Key Performance 
Indicators V7-web A5 Size.docx 
(intrafocus.com)

Source: 

https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
https://static.intrafocus.com/uploads/2018/05/How-to-Develop-Meaningful-Key-Performance-Indicators-V7-web.pdf
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Using a 
“Story Board” 
To design your 
Metrics / KPIs
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Using a 
“Story Board” 
To design your 
Metrics / KPIs
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Using a 
“Story Board” 
To design your 
Metrics / KPIs
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Using a 
“Story Board” 
To design your 
Metrics / KPIs



Here are  
Tools / Frameworks 

for Building out 
your Metrics 



Use the S.M.A.R.T. framework to guide you 
Aim to create targets that are Specific, Measurable, Achievable, Realistic and 

Time-Bound. Apply this rule to each KPI target that you’re considering

Specific: Define targets as specifically as you can.  Test your KPIs 
to check for a common understanding.

Measurable: Needs to be data-driven and empirical/quantitative; 
know the process gathering that data 

Achievable: check with front line employees to gauge relevance, 
realism 

Realistic: Must be achievable otherwise there will be a disconnect 
with your people on the front line 

Time-bound: Support the large goal with smaller incremental 
targets; check along way to avoid surprises 



Lets turn our framework into action! 



OUR CORE VALUES 
and VISION for XYZ 

XYZ Co. and its leadership 
team will always be guided 

by 3 uncompromising Core 
Principles:
1. Never place profit over 

people
2. Continuously  Innovate 

to hedge uncertainty 
3. Delight our customers 

every day

Our Vision is to…__ 
_________________

__________________

__________________

__________________

OUR STRATEGIC 
IMPERATIVES /AIMS/ 
GOALS for 202X-202X

1. 

2. 

3. 

4. 

5. 

PERFORMANCE METRICS TO MEASURE PROGRESS AGAINST OUR GOALS 

• Financial Metrics                                 
• What is the quantifiable LEAD metrics?      How is it quantified? 
• What is the quantifiable LAG metric(s) ?    How is it quantified? 
• Any Milestone Metrics ?                                 Key milestone dates?

• Customer Experience Metrics 
• What is the quantifiable LEAD metrics?      How is it quantified? 
• What is the quantifiable LAG metric(s) ?    How is it quantified? 
• Any Milestone Metrics ?                                 Key milestone dates? 

• Internal / Process Metrics 
• What is the quantifiable LEAD metrics?      How is it quantified? 
• What is the quantifiable LAG metric(s) ?    How is it quantified? 
• Any Milestone Metrics ?                                 Key milestone dates? 

• Organizational / Cultural / Diversity/Inclusion Metrics 
• What is the quantifiable LEAD metrics?      How is it quantified? 
• What is the quantifiable LAG metric(s) ?    How is it quantified? 
• Any Milestone Metrics ?                                 Key milestone dates? 

Our Leadership Team will start reporting our progress forward in Jan 202X and do so on a monthly basis using a simple spreadsheet & stop lights 
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STEP 1

There are additional 
modular templates to 
help you build your KPIs! 

❑ Strategic Goal ?
❑ Audience ?
❑ Key Questions ?
❑ How will it be used ?
❑ Indicator Name ?
❑ How will the data be collected ?



109

STEP 2
❑ What is the measure and 

units ?
❑ What are the targets and 

thresholds ?
❑ How often do we collect the 

data?
❑ How often will the 

dashboard be reported ?
❑ Who will build the 

dashboard ? 
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STEP 3

❑ If you automate it how much will it 
cost ?

❑ How complex is the automation / 
integration ? 

❑ Who integrates it ?
❑ Are there any unintended 

consequences ? 
 



What 9 simple metrics 
might a business owner consider 

when developing their very first version
 of the 

business scorecard 
or 

dashboard?
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Safety related metrics*   (1) 
Sales Pipeline related metrics (2)
Cost / Budget related metrics  (1)
Marketing Related metrics  (2)
Digital / Web Analytics metric (1)
Customer Centric Related metric (1)
Milestone / Project related metric (1)

Total Metrics:      9

                                                               

* If Applicable

Metric Design Brainstorm : 

Top 15 KPIs for Small Businesses - Intrafocus

https://www.intrafocus.com/2022/05/top-15-kpis-for-small-businesses/
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Safety 
• Number of reported incidents this month 
Sales 
• % of Prospects Converted from emails, meetings 
• Lead Velocity Rate = (Number of qualified leads in the current month – Number of qualified leads last 

month) ÷ Number of qualified leads last month x 100
Cost / Budget 
•  % of budget spent vs targeted budget 
Marketing
• marketing expense$ as a % of sales
• ratios of organic and paid search over total marketing spend 
• E-mail campaign performance (% conversion to sales) 
Digital / Web Analytics 
• % of Website users converted to meetings 
Customer Centric
•  % Net Customer Retention = ((sum of cancelations+contractions+new customers))/customer base
Milestone / Project
•  % completion of Project XYZ on time and on budget 
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• KPI Examples by Industry and Department | Spider 
Strategies

Library of KPIs / Metrics 
By Department / By Industry 

https://www.spiderstrategies.com/

Source: 

https://www.spiderstrategies.com/kpi/
https://www.spiderstrategies.com/kpi/
https://www.spiderstrategies.com/


What software tools, or 
other resources 

are available 
to make scorecard or 

dashboard development 
integrated with some of 

your systems and 
therefore more 
automated ? 

KPI Monitoring Software - Intrafocus

The Role of Technology in KPI Management - Intrafocus

https://www.intrafocus.com/2022/01/kpi-monitoring-software/
https://www.intrafocus.com/2023/09/technology-in-kpi-management/


HubSpot’s All-in-One
Marketing Software

HubSpot works for companies and 

marketing departments of all 

shapes and sizes.

Learn more about our free 

software for small business, our 

powerful capabilities for 

enterprise companies, and our 

solutions for everyone else in 

between.

Get Started for Free

https://academy.hubspot.com/courses/growth-driven-design?utm_source=offers&utm_medium=offers&utm_campaign=seondary-conversion_wireframe-template_template
https://www.hubspot.com/products/marketing?utm_source=offers&utm_medium=offers&utm_campaign=seondary-conversion_monthly-marketing-reporting-templates_template
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Best Web 
Dashboard 
Creator 
(caspio.com)

KPI dashboard software

Dashboard Reporting 
Software (capterra.com)

KPI dashboard software

Quickly Build Badass KPI 
Dashboards for Your Business 
(Free!) - Bing video

https://go.caspio.com/web-dashboards-081920?utm_source=bing&utm_medium=cpc&utm_term=dashboard+template&utm_campaign=US+-+Use+Cases&utm_content=Web+Dashboards&r=https://www.bing.com/&s=1127&d=824
https://go.caspio.com/web-dashboards-081920?utm_source=bing&utm_medium=cpc&utm_term=dashboard+template&utm_campaign=US+-+Use+Cases&utm_content=Web+Dashboards&r=https://www.bing.com/&s=1127&d=824
https://go.caspio.com/web-dashboards-081920?utm_source=bing&utm_medium=cpc&utm_term=dashboard+template&utm_campaign=US+-+Use+Cases&utm_content=Web+Dashboards&r=https://www.bing.com/&s=1127&d=824
https://go.caspio.com/web-dashboards-081920?utm_source=bing&utm_medium=cpc&utm_term=dashboard+template&utm_campaign=US+-+Use+Cases&utm_content=Web+Dashboards&r=https://www.bing.com/&s=1127&d=824
https://www.klipfolio.com/
https://www.capterra.com/sem-compare/dashboard-software?utm_source=bing&utm_medium=cpc
https://www.capterra.com/sem-compare/dashboard-software?utm_source=bing&utm_medium=cpc
https://www.klipfolio.com/
https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=0501D547CBC51D0BFCCD0501D547CBC51D0BFCCD&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=0501D547CBC51D0BFCCD0501D547CBC51D0BFCCD&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=0501D547CBC51D0BFCCD0501D547CBC51D0BFCCD&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
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Examples of Lead Indicators 
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(1) New Messages! (gong.io)

SmartWinnr | 1 Platform 
for Sales Learning, Sales 
Coaching and Sales 
Contests

Sales Coaching and Productivity Metrics Platforms : 

Revenue Operations and 
Intelligence Platform | 
Revenue Grid

Get Revenue Grid to improve your sales team’s 
performance and shift your CRM from the “view mode” 
to the “do mode”. It works natively with Salesforce 
and CRMs from SAP, Oracle, and Microsoft

A single platform to drive sales contests, sales 
learning and sales coaching for remote sales teams

Give your teams and leadership complete visibility into all 
deals, team performance, and market changes. Know for 
sure what is actually coming down the pipeline each month.

https://www.gong.io/
https://www.smartwinnr.com/
https://www.smartwinnr.com/
https://www.smartwinnr.com/
https://www.smartwinnr.com/
https://revenuegrid.com/
https://revenuegrid.com/
https://revenuegrid.com/


Quickly Build Badass KPI Dashboards for Your Business (Free!) - Bing video

More Web Scorecard Resources

https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=0501D547CBC51D0BFCCD0501D547CBC51D0BFCCD&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
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Quickly Build Badass KPI Dashboards for Your Business (Free!) - Bing video

marketing_dashboards_dos_donts_whitepaper_2019.pdf

salesforce-research-sixth-edition-state-of-marketing.pdf

3 keys to building a measurable sales pipeline (1).pdf

What is the story of your data?. How to transform your raw data into… | by Joel 

Shuman | The Startup | Medium

https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-

important-sales-

reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Fo

cus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%

2F20+-+Newsletter

Simple 2022 Guide to Strategy Maps | Strategy Map Software 
(spiderstrategies.com)

How To Make A Performance Dashboard Business Excel Tutorial - Bing video More Web 
Metric Resources

Rollstack | Automate your Presentations and Documents

The KPI Dashboard - Seeing 
the Big Picture - Intrafocus

https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=0501D547CBC51D0BFCCD0501D547CBC51D0BFCCD&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
file:///C:/Users/Owner/Documents/Consulting%20Subjects%20-%20Copy/Metrics%20-%20Dashboard%20-%20Scorecard/Marketing%20Related/marketing_dashboards_dos_donts_whitepaper_2019.pdf
file:///C:/Users/Owner/Documents/Consulting%20Subjects%20-%20Copy/Metrics%20-%20Dashboard%20-%20Scorecard/Marketing%20Related/salesforce-research-sixth-edition-state-of-marketing.pdf
file:///C:/Users/Owner/Documents/Consulting%20Subjects%20-%20Copy/Metrics%20-%20Dashboard%20-%20Scorecard/Sales%20Pipeline%20Related/3%20keys%20to%20building%20a%20measurable%20sales%20pipeline%20(1).pdf
https://medium.com/swlh/what-is-the-story-of-your-data-23eb5765a064
https://medium.com/swlh/what-is-the-story-of-your-data-23eb5765a064
https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-important-sales-reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Focus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%2F20+-+Newsletter
https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-important-sales-reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Focus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%2F20+-+Newsletter
https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-important-sales-reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Focus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%2F20+-+Newsletter
https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-important-sales-reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Focus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%2F20+-+Newsletter
https://www.zendesk.com/blog/how-sales-managers-should-use-the-5-most-important-sales-reports/?utm_source=ActiveCampaign&utm_medium=email&utm_content=Focus+Your+Account+Based+Selling+with+Intent+Data&utm_campaign=8%2F14%2F20+-+Newsletter
https://www.spiderstrategies.com/strategy-map/
https://www.spiderstrategies.com/strategy-map/
https://www.bing.com/videos/search?q=how+to+build+a+business+dashboard&&view=detail&mid=093F812945D544289DE8093F812945D544289DE8&rvsmid=BE548322C0A6AA6139F9BE548322C0A6AA6139F9&FORM=VDMCNR
https://www.rollstack.com/
https://www.intrafocus.com/2023/10/kpi-dashboard-seeing-the-big-picture/
https://www.intrafocus.com/2023/10/kpi-dashboard-seeing-the-big-picture/


Pause: Questions thus far ?  



Beyond the basic  dashboard, 
what other categories of 

key performance indicators (KPIs) 
might be included on dashboards 

as my business matures,
in future versions ?
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Some 
Marketing 
Metrics 
To 
Consider

Average open rate for email 
vs. SMS marketing—18% and 
98% respectively

Average click through rate for 
email vs. SMS marketing—3% 
and 19% respectively
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Some
Marketing 
To Sales
Conversion
Metrics 
To 
Consider

•Monthly Visits
•Monthly Contacts Created
•Email Opens/Clicks
•Blog Post Views
•Landing Page Submissions
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Video ROI, Impact & Analytics Measurement 

Video ROI: Using Analytics to Measure Impact (wistia.com)

https://home.wistia.com/live/events/obbkjnlkny?utm_campaign=2023%20Webinar%20Series&utm_medium=email&_hsmi=252418988&_hsenc=p2ANqtz-8HxawZtdMicVB8nQahQQCd0T0HvjjHtkIq5dqp_LOVQFYX30Ma74moMcxoZXKT-uNxndIrX5LeFyw5V65yG3REMAStbg&utm_content=252418988&utm_source=hs_email


Leads Generated by Marketing Efforts



New Customers by Source
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Some
Sales 
Management  
Metrics 
To 
Consider
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❑ Sales Pipeline related metrics 
❑ Web Conversion Rate Metrics
❑ Number and Quality of Leads Metrics 
❑ Web Site Traffic Metrics 
❑ Revenue by Product
❑ Revenue per customer 
❑ Average Deal Size in $s
❑ Cash Management Metrics 
❑ Cost of Customer Acquisition 
❑ Average Response Time 
❑ Average Resolution Time 
❑ Customer Retention 

Some
Sales / 
Pipeline  
Metrics 
To 
Consider

Get FG Funnels™ Founding Member Unlimited

https://www.fgfunnels.com/?msclkid=5dbe5b83c0a811ecb9d82d89186372d9
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Raw Prospect
Qualified Lead
Sent proposal / Quote 
Negotiating / Follow-Up
Closure
Service after the Sale  

More
Sales / 
Pipeline  
Metrics 
To 
Consider



134

More
Video  
Metrics 
To 
Consider

•Video ROI: The Quantitative and Qualitative Metrics You 

Need to Know

•5 Ways to Show Your Boss the ROI of Video Marketing

•Maximize Video ROI: 11 Clever Ways to Repurpose 

Webinar Content

•5 Wistia Features to Help Growth Marketers Drive Video 

ROI

•How to Track Video Metrics and Performance with Analytics

•Google Analytics Tools to Help You Measure Video ROI

Source:    www.wistia.com

https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7CgSS6W8s5Pfz8D80LgW1W-HhP7V8jYFW86wGFm5zJv6_N8LJR5tgDPjnW78XvSK8cF7ZFW1H3qqv13Jf2gW25kyW34ZVJkmW8X57tg390_gtW72LddD1QnLsMW7gyWCC3cFgsGW7LyPvR72J3nnW56zsY55LMc--W1Z0LHm5YF_l_W7mCTx25dtjgJW7cYnYP6yNdRNW4-W2Y96yR3nyW6jQzgF5xh835W6ccmNb1kPl7rW1ytCfk3KrcGqW17FNPJ6cbk5BW6rDkxF3Dy7j_W6qJ06W9hrf_vW5pzGZq62M4VSW1BQS0K6g282_W53ghzT18FQv9W7QfLp37q2C003qj-1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7CgSS6W8s5Pfz8D80LgW1W-HhP7V8jYFW86wGFm5zJv6_N8LJR5tgDPjnW78XvSK8cF7ZFW1H3qqv13Jf2gW25kyW34ZVJkmW8X57tg390_gtW72LddD1QnLsMW7gyWCC3cFgsGW7LyPvR72J3nnW56zsY55LMc--W1Z0LHm5YF_l_W7mCTx25dtjgJW7cYnYP6yNdRNW4-W2Y96yR3nyW6jQzgF5xh835W6ccmNb1kPl7rW1ytCfk3KrcGqW17FNPJ6cbk5BW6rDkxF3Dy7j_W6qJ06W9hrf_vW5pzGZq62M4VSW1BQS0K6g282_W53ghzT18FQv9W7QfLp37q2C003qj-1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllX3q90JV1-WJV7CgDKFW859pxJ3KxdDqW4rZrwb6xPW6MW9ljB9v4N2YB0W2BP6bQ7hHm-8W94Lmcr2Lb9lHN6vPmwfxsDWFW17RS1s8N7_J0Vn_rxP2_fqnyW2ScjTX2xdNcCVjjGBm5HC_rLW3K8vlc4s4LtNW9fHp7K60x6S5W1Znzrp2_dwD9W7bB3hY4nmF03W942Hl56DG5NvN6nD0QHNG7GrW7_YQSR2QZ6vQW2SPlMB46f-TkW8-mXL58wg66sW8Rd_wJ2B1XDKW8qR45-2zxstsW4DxkXh4pmgcKW4hrsMx5tGxp6W3kTyhw9h-K0vW5MDt5P590CdtW3ZsCT43VJcy8N9j1X1WkQ9f6W8vsm5V260JXf3lsP1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllX3q90JV1-WJV7CgDwfW3MKcNz5WgPLsW4wg3sW7jhWz-VwMC0b2Gm7_tW9d61Mp5gTHlTN6BrrKkmvTjWW8tCn8334-mF3W36KMfG1-W3RjW4W_8JT2CsNybW1rCmtx4KtbnkW7SGWTJ5BzpGSTP0245LnbH4N5hXHn91YNHbV29JnW68Y2CxW4vkmrf5q4BrVW4bdV-g38LCcZW3tNwlS6ZxJ3bW2cNPbP4xw3KJVcsVTN3cp4qFW3jzwpZ61k55-W5qqpql76bcHjW3xB2VV1-lwp_W5nW0pN7FFQ3dW5gP6vY5QqfGjW8pHyYL5sclhyMl2Wtm7Q2V3W7PFZjl7x8HrsN7qbHH3HY9glN2VP7q5-pNtP383g1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllX3q90JV1-WJV7CgDwfW3MKcNz5WgPLsW4wg3sW7jhWz-VwMC0b2Gm7_tW9d61Mp5gTHlTN6BrrKkmvTjWW8tCn8334-mF3W36KMfG1-W3RjW4W_8JT2CsNybW1rCmtx4KtbnkW7SGWTJ5BzpGSTP0245LnbH4N5hXHn91YNHbV29JnW68Y2CxW4vkmrf5q4BrVW4bdV-g38LCcZW3tNwlS6ZxJ3bW2cNPbP4xw3KJVcsVTN3cp4qFW3jzwpZ61k55-W5qqpql76bcHjW3xB2VV1-lwp_W5nW0pN7FFQ3dW5gP6vY5QqfGjW8pHyYL5sclhyMl2Wtm7Q2V3W7PFZjl7x8HrsN7qbHH3HY9glN2VP7q5-pNtP383g1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7Cg-KLW6B3KHB2ZbLNqN7V3KSyvxjGCW8_3SFj8t3ckxW615_n67M4WvfW3SLpyn8y51GYN2nLdQXmPCWfW2hdK_34w7XrvN7jLy-1vQMY3W1Tk2Yg22Fs82N3WqRYzRLTPdW3Yc5YS86HGSGW1f5NWl24bb93W5p0fGN8sTh8vN4tgrXY9BKHMMGW5JDthKkTW1XlyHr3LfZ3DW7FqCwd50HPRHW47KqTZ1BKzD3W8W7Fh7461r58N6VrRMqcr3CpW3jx58s1bzpRfVfCXtP1y2bt9W7VSqmw92zCl_W8CvkxL84dYkdW4zbVch3G075SW3p348B4ZrH1t320W1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7Cg-KLW6B3KHB2ZbLNqN7V3KSyvxjGCW8_3SFj8t3ckxW615_n67M4WvfW3SLpyn8y51GYN2nLdQXmPCWfW2hdK_34w7XrvN7jLy-1vQMY3W1Tk2Yg22Fs82N3WqRYzRLTPdW3Yc5YS86HGSGW1f5NWl24bb93W5p0fGN8sTh8vN4tgrXY9BKHMMGW5JDthKkTW1XlyHr3LfZ3DW7FqCwd50HPRHW47KqTZ1BKzD3W8W7Fh7461r58N6VrRMqcr3CpW3jx58s1bzpRfVfCXtP1y2bt9W7VSqmw92zCl_W8CvkxL84dYkdW4zbVch3G075SW3p348B4ZrH1t320W1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7Cg_5jW87x6Gv7B5MfhW1S80Fp67smggN6YdBV_R6KTbW61GQTk431bThW249hKn54Wz5GW67XT5c2_3kxMN8JvxJj4czLTVf247C5C3FcqW2Jf8k33nXXHkW5XFWS938c91WV3QLM71bTLh5VGQz4S47dS6SW8JD59M9374M9W7h6LlR70WMgKW9hg5833RtK3bW83xCTg1GhqDSVB2_Ll1ZbxyYW8Z6xcf7C14pJW8xRb-N5R1flKW2r5z7l2TxC19VCqMLZ4jCr4HW3Y_yDC8MJTL8W2hygdN4vyc7hW4pcxLQ1hVh0CW4zTLf0263pVKN7Y21T54hpP_336q1
https://bndd04.na1.hubspotlinks.com/Ctc/OH+113/bNdD04/VXfHyT3MWWcqW5-_ZMv1pPvTWW2v98dD4YN3GBMkNllD3q90pV1-WJV7CgM2VW31knKb7H7-JtVJZ9Nv4LJstCW541Xqz1zRY_7V8NQxp6qC3yZW3WjzkL6_-G_BW58H0HQ6LRdVhW32jHw8865mV6N99gmXsShSysW64g2tv1dh-g2VHSQ3j5nMt1WW6c6mwQ4pwMc3VVndgn32xDpKW6hcWZW5-5p2TW57K_GC3G8zwZVmQHFq9hLG1xN3sF_C-kQ8qpN6bPBY-wxP-_W6qWl3c2wPnfZW37pyJN8Y1P7tW6Bs0Mk3wr29LW9bPrqb4j_L2sW74T0mC4pTHKBW2c3X815X3qQ7N6TGJKYjZ-JCW7XbLLg1M176TW5Nprxx7zpq5K33d-1
http://www.wistia.com/
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❑ First Contact
❑ Open Email
❑ Landing Page of Website
❑ Action Taken 

More
Sales / 
Pipeline  
Metrics 
To 
Consider
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• Customer Satisfaction Ratings (CSAT)
• How was the experience with us, good or bad and why?

• Customer Effort Score (CES) 
• How easy was it to resolve the issue on 7 point scale?

• Net Promoter Score (NPS) 
• How likely are you to recommend us to someone you know? 

• Social media and churn metrics 
• Sorry you are leaving us. Please help us improve by taking a 2 minute 

survey

Customer Satisfaction Metrics 
To Consider

PR-015910_design_r1.1_as.pdf 
(d26a57ydsghvgx.cloudfront.net)

Source: Zendesk

https://d26a57ydsghvgx.cloudfront.net/content/PR-015910_design_r1.1_as.pdf
https://d26a57ydsghvgx.cloudfront.net/content/PR-015910_design_r1.1_as.pdf
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1. Net Profit

2. Net Profit Margin

3. Gross Profit Margin

4. Quick Ratio

5. Customer Acquisition Costs

6. Monthly Recurring Revenue

7. Customer Satisfaction

8. Website Traffic/Interaction

9. Social Media Engagement

10. Number of Customers

11. Net Promoter Score

12. Customer Complaints

13. Employee Satisfaction

14. Employee Retention Rate

15. Energy Consumption

15 KPIs for small-medium sized businesses to consider

Top 15 KPIs for Small Businesses - Intrafocus

Source: 

https://www.intrafocus.com/2022/05/top-15-kpis-for-small-businesses/


How often 
do we need to update and review 

the dashboards 
with the team? 



Scorecard use implies 2 Processes – One is regular reporting ! 

STEWARDSHIPREPORTING

Topside Standard 

Report Suite

(OnGoing) 

Project Related and 

Temporary Metrics 

(Milestones) 

Definition: a process by which stakeholders in 

the company collect, synthesize and 

periodically report out to management, 

information required to communicate status 

in their area(s) of responsibility.

Definition: a process and frameworks to guide 

the formal comparison of actual metric data to 

planned projected performance targets for the 

same period of time (monthly, quarterly, 

yearly, etc.) 

Core

Metrics

S
u
p
pl

em
ental M

etrics

Ask: “What is a Relevant Report Package? ” Ask: “How often should we compare actuals to targets?”   

S
u
pp

lemental Metri cs
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The Frequency of the Stewardship development of your dashboard, and the 

preparation for Reporting the “story” the numbers are telling you, are dependent on a 
mix of factors:  

• Industry vertical / type of business 
• type of metric
• root source of the data 
• manual extraction / data entry vs automated tech integration
• relevance of the rate of change over time 
• staffing 
• pace / tempo of the business  
• other factors



Current 

Quarter 

Full Year Actual 

Results 
Anchor reader with 

Date of Report

Frequency

Full Year 

Projected Plan

Performance 

Indicator 

Illustrative 

Scorecard

In 

Development 





How might we test to see if our Dashboard 
is providing us insights?  
…making a difference ?

Is there a “rubric” to follow and use? 
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Start with one KPI 

Look for insights

Create a hypothesis

Design a “test” 

Measure results

Pivot, change the “test”, change 
the hypothesis 

See results

Go to next KPI (or KPIs) 



Are there ways to benchmark my performance metrics? 
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Benchmarking as a Point of Performance Comparison 



What actionable insights 
can Dashboards 

provide us? 

Typically, what actions can we take based on the 
dashboard metrics and insights 
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Collect
Data

Spot  
“Fact
Patterns”

Interpret 
Trends,
“Outliers”

Let us understand how strategy is developed first
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Collect
Data

Spot  
“Fact
Patterns”

Interpret 
Trends,
“Outliers”

“Harvest”, 
Identify   
Insights 

Identify 
Implications 

Understand
Cause & Effect,
Consequences
  

Let us understand how strategy is developed first
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Collect
Data

Spot  
“Fact
Patterns”

Interpret 
Trends,
“Outliers”

“Harvest”, 
Identify   
Insights 

Identify 
Implications 

Understand
Cause & Effect,
Consequences
  

Discuss 
Options   

Make  
Choices /
Path 

Take Action, 
Execute, 
Measure

Let us understand how strategy is developed first
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Collect
Data

Spot  
“Fact
Patterns”

Interpret 
Trends,
“Outliers”

“Harvest”, 
Identify   
Insights 

Identify 
Implications 

Understand
Cause & Effect,
Consequences
  

Discuss 
Options   

Make  
Choices /
Path 

Take 
Action/Execute

Let us understand how strategy is developed first
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“Harvest”, 
Identify   
Insights 

Identify 
Implications 

Understand
Cause & Effect,
Consequences
  

Target a 

TIP ?:  Start with a 
aspirational target(s)
in at least one to 
three key aspect of 
your business ! 

Improvement 
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How have Dashboard / 
Scorecard / Business metrics 

have led to the 
“1% solution” ???

Actual examples of how 
data insights 

via dashboards 
influenced small changes 

that made a big difference 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue 
impact + or - 

• Appropriate price increases for all or select products and services; watch impact of price on margin 

2. Track sales growth – a 1% increase in sales can lead to a significant increase in growth and net profit
• Sell more goods and services 

3. Identify Cost of Goods Sold (COGS) by product SKU – a 1% decrease in COGS drops to the profit bottom line 
• Negotiate better prices with suppliers; change your product and service mix; fewer SKUs, other 

4. Obtain Clarity on actual monthly operating expenses vs plan ; seasonality impacts ; a 1% reduction impact profit
• Make room for intern compensation, affordably adding to interim staff

5. Get Visibility into Day Sales Outstanding / terms; 1% improvement can have a positive cash flow impact 
• Pivot to Direct to Consumer e-Commerce Solutions for faster collection on part of the offering 

6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve precious resources
• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
• Appropriate price increases for all or select products and services; watch impact of price on margin 
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6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve precious resources
• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
• Appropriate price increases for all or select products and services; watch impact of price on margin 

2. Track sales growth – a 1% increase in sales can lead to a significant increase in growth and net profit
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line 

• Negotiate better prices with suppliers; change your product and service mix; fewer SKUs, other 
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• Make room for intern compensation, affordably adding to interim staff

5. Get Visibility into Day Sales Outstanding / terms; 1% improvement can have a positive cash flow impact 
• Pivot to Direct to Consumer e-Commerce Solutions for faster collection on part of the offering 

6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve precious resources
• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
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2. Track sales growth – a 1% increase in sales can lead to a significant increase in growth and net profit
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5. Get Visibility into Day Sales Outstanding / terms; 1% improvement can have a positive cash flow impact 
• Pivot to Direct to Consumer e-Commerce Solutions for faster collection on part of the offering 

6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve precious resources
• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
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• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
• Appropriate price increases for all or select products and services; watch impact of price on margin 

2. Track sales growth – a 1% increase in sales can lead to a significant increase in growth and net profit
• Sell more goods and services 

3. Identify Cost of Goods Sold (COGS) by product SKU – a 1% decrease in COGS drops to the profit bottom line 
• Negotiate better prices with suppliers; change your product and service mix; fewer SKUs, other 

4. Obtain Clarity on actual monthly operating expenses vs plan ; seasonality impacts ; a 1% reduction impact profit
• Make room for intern compensation, affordably adding to interim staff

5. Get Visibility into Day Sales Outstanding / terms; 1% improvement can have a positive cash flow impact 
• Pivot to Direct to Consumer e-Commerce Solutions for faster collection on part of the offering 

6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve 
precious resources

• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales 
pipeline 
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How Dashboard / Scorecard / Business metrics have led to the “1% solution” 
Examples of how insights influence small changes that often make a big difference 

1. Understand Price Elasticity - a 1% price increase on select products could lead to a significant revenue impact + or - 
• Appropriate price increases for all or select products and services; watch impact of price on margin 

2. Track sales growth – a 1% increase in sales can lead to a significant increase in growth and net profit
• Sell more goods and services 

3. Identify Cost of Goods Sold (COGS) by product SKU – a 1% decrease in COGS drops to the profit bottom line 
• Negotiate better prices with suppliers; change your product and service mix; fewer SKUs, other 

4. Obtain Clarity on actual monthly operating expenses vs plan ; seasonality impacts ; a 1% reduction impact profit
• Make room for intern compensation, affordably adding to interim staff

5. Get Visibility into Day Sales Outstanding / terms; 1% improvement can have a positive cash flow impact 
• Pivot to Direct to Consumer e-Commerce Solutions for faster collection on part of the offering 

6. Calculate Cost of Customer Acquisition (by channel); 1% improvement per channel can conserve precious resources
• Identify the optimum multi-channel sales marketing and channel strategy relevant to your sales pipeline 
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• Clarity: 
• clarify what needs to be achieved and how progress will be measured

• Focus: 
• help businesses to focus their efforts and resources on the most critical 

tasks

• Alignment: 
• align with the business’s overall goals and objectives, ensuring everyone 

is working towards the same targets

• Motivation: 
• can motivate employees, as they provide a clear roadmap for achieving 

success

• Evaluation: 
• provide a clear framework for evaluating performance and identifying 

areas for improvement

Summary of Benefits of Performance Metrics for Business



After this webinar, how can I schedule an appointment 
with an SBDC Senior Business Counselor 

to help me build 
a first draft of a business dashboard and scorecard 

for my business? 



George Siragusa 

Senior 

Business 

Adviser 

https://www.link
edin.com/in/geo
rgesiragusa/

• Resources:     

• Contacts:          help@masonsbdc.org or (703) 261-4105

• 1:1 Counseling:  https://clients.virginiasbdc.org/reg.aspx?mode=counsel&center=46110&subloc

• Workshops:      https://masonsbdc.org/workshops/

Seeking our NO-COST Business 

Assistance? 

Mason SBDC

10306 Eaton Place 
Suite 180

Fairfax, VA 22030

(703) 261-4105

Register at Our Website:

www.masonsbdc.org

 
https://www.virginiasbd.org/

https://www.linkedin.com/in/georgesiragusa/
https://www.linkedin.com/in/georgesiragusa/
https://www.linkedin.com/in/georgesiragusa/
mailto:help@masonsbdc.org
https://clients.virginiasbdc.org/reg.aspx?mode=counsel&center=46110&subloc
https://masonsbdc.org/workshops/
http://www.masonsbdc.org/
https://www.virginiasbdc.org/
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✓ Common Language with Shared Understanding 

✓ Definitions of a Business Management “Dashboard” or “Score Card

✓ What these Dashboards look like 

✓ Why a “Scorecard” or “Dashboard” is  important ; what are the benefits to business 

✓ Categories of key indicators beside financials metrics included on dashboards 

✓ Guiding principles useful to review before building a first draft business scorecard

✓ Understanding all size businesses typically need Scorecards or Dashboards 

✓ How to get started on your scorecard wand how small business owners build these themselves 

✓ What metrics we should begin with on our first draft 

✓ What tools, software, or other resource are available that make developing scorecards easy 

✓ How I might use metrics with the business team with scheduled stewardship and reporting 

✓ Frequency to update and review the dashboards with the team 

✓ Understand the insights that Dashboards provide

✓ The type of actions we can take based on the dashboard metrics and insights to make a positive impact 

And…

✓ How I schedule an appointment with the MSBDC to get help building a first draft of a business dashboard

Hopefully now, you are more familiar with the answers to these questions: 



Pause for final Questions



Performance Metric
Case Studies 



Case Study 1: A Triumph of KPI Alignment

“TechGrow,” a tech company eager to expand its market share. They wanted to grow their customer base by 
25% in one year. To do this, they needed clear KPIs.

TechGrow set up a KPI to track new sign-ups every month. This KPI was SMART: specific to their goal, 
measurable by numbers, achievable with their resources, relevant to their growth aim, and time-bound within 
the year.

They also kept an eye on customer feedback scores. This wasn’t just about getting more customers but keeping 
them happy, too. So, another KPI tracked the average support ticket resolution time.

Here’s what they did well:
•They ensured their whole team knew about the KPIs and how each person could help meet them.
•They had monthly check-ins to see how they were doing against their KPIs.
•When they saw one KPI wasn’t moving as expected, they were quick to figure out why and fix it.

By the end of the year, not only had TechGrow hit their customer growth target, but their customer satisfaction 
had also gone up. 

Their KPIs were the stars of the show, shining a light on where to go and what to fix along the way.



Case Study 2: Use of Data 

“HealthFirst,” a healthcare provider who wanted to use KPIs to give better care and improve their services. 
Their main goal was to reduce patient waiting times by 15%. To track their progress, they chose a KPI that 
measured the average time patients spent in the waiting room.

HealthFirst used this KPI to see how they were doing each week. But they didn’t stop at just looking at the 
numbers. They used this data to make fundamental changes. For example, when they noticed waiting times 
were extended because of too few staff at peak times, they changed the staff schedules.

They also set up a KPI for patient follow-ups. They wanted to ensure patients were called for a check-up 
within a week after their visit. This helped them care for patients even after they left the clinic.

What HealthFirst did well was:
•They chose KPIs directly linked to their primary goal: better patient care.
•They checked their KPIs regularly and used what they learned to make decisions.
•They ensured everyone on their team understood the KPIs and knew how to help reach them.

By the end of their project, HealthFirst didn’t just meet their goal – they beat it. 
Patient waiting times were down by 20%, and their follow-ups were better than ever. 

Their story shows us that when you take action based on what KPIs tell you, you can make things better.



•White paper: Accelerate Business Growth and Outcomes with AI | The Cognizant Nordic Blog

•What Happens When You Align Culture With Strategy (forbes.com)

•Mastering the connection between strategy and culture (strategy-business.com)

•Linking Business Strategy and Leadership for Better Outcomes | CCL

•6 Principles to Build Your Company’s Strategic Agility (hbr.org)

•Use Data to Accelerate Your Business Strategy (hbr.org)

How To Accelerate Strategic Change (forbes.com)

•Embedding Speed and Agility into Strategy Execution - SPONSOR CONTENT FROM PLANVIEW (hbr.org)

•How To Accelerate Strategic Change (forbes.com)

•Top 10 Strategy Books in 2023 | Intrafocus
•Aligning KPIs with Organisational Goals - Intrafocus

Other Related Resources: 

https://www.thecognizant.com/publications/white-paper-accelerate-business-growth-and-outcomes-with-ai/
https://www.forbes.com/sites/williamcraig/2018/05/29/what-happens-when-you-align-culture-with-strategy/?sh=5280133537f2
https://www.strategy-business.com/article/Mastering-the-connection-between-strategy-and-culture
https://www.ccl.org/articles/leading-effectively-articles/leadership-effectiveness-business-strategy/
https://hbr.org/2021/09/6-principles-to-build-your-companys-strategic-agility
https://hbr.org/2020/03/use-data-to-accelerate-your-business-strategy
https://www.forbes.com/sites/forbescoachescouncil/2019/06/27/strategy-acceleration-how-to-accelerate-strategic-change/?sh=238a93c03245
https://hbr.org/sponsored/2021/05/embedding-speed-and-agility-into-strategy-execution
https://www.forbes.com/sites/forbescoachescouncil/2019/06/27/strategy-acceleration-how-to-accelerate-strategic-change/?sh=337de42a3245
https://www.intrafocus.com/top-10-strategy-books-2023/
https://www.intrafocus.com/2023/10/aligning-kpis-with-organisational-goals/
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Avoiding KPI Alignment Pitfalls
avoiding these common pitfalls can save time, effort, and resources.

1. Too Many KPIs: It’s tempting to track everything, but having too many KPIs can spread efforts thin and dilute focus. It’s crucial to zero in on a few pivotal metrics that 
drive organisational goals.

2. Vague KPIs: “Increase sales” sounds like a worthy objective, but it’s too ambiguous. Instead, a more precise KPI like “Increase quarterly online sales by 10%” provides 
clarity and direction.

3. Ignoring the Human Element: While data is vital, it’s essential not to overlook the human aspects. For instance, pushing for a higher number of customer service 
calls per hour might impact the quality of service, leading to dissatisfied customers.

4. Not Reviewing KPIs Regularly: The business world isn’t static. What worked a year ago might not be relevant today. Reviewing and adjusting KPIs regularly ensures 
they align with evolving organisational goals.

5. Setting Unrealistic Targets: KPIs should be challenging but attainable. Setting the bar too high can demoralise teams while setting it too low might not push them 
enough.

6. Not Communicating Clearly: If teams don’t understand the KPIs or see their relevance, they’re less likely to engage fully. Open and ongoing communication is vital to 
ensure everyone’s onboard.

7. Over-relying on Quantitative KPIs: While numbers are essential, qualitative KPIs, like customer satisfaction or employee morale, also play a significant role in an 
organisation’s success.

By being aware of these potential missteps, organisations can navigate the intricate process of KPI alignment more effectively. Remember, the goal isn’t just to align but 
to do so in a manner that’s holistic, inclusive, and adaptable to change.
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