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Best Practices in Dashboard Design 



Session Outline

• How can a dashboard improve the performance of your 

business?

• What are the different types of dashboards?

• Choosing your key performance indicators (KPIs)
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What is a Business Performance Dashboard?

A very simple explanation,

A visual reporting tool that helps 

you manage your business
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Excel Spreadsheet

Ways to Implement a Dashboard 

Overhead Monitor Display Web Portal
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Example 

Dashboards
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Example 

Dashboards
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Dashboards

can be simple

Dashboards can be

multi-layered and detailed
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Your Business Performance Dashboard will end up being 

one of the following,

1) A visual reporting tool that does little to 

change organizational performance

2) A powerful tool that provides valuable 

insight and drives breakthrough 

performance
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• How it‟s Designed

• How it‟s Deployed

• How it‟s Maintained

• How Accountability and Responsibility 

are Handled

What Affects the Success of your 

Business Performance Dashboard
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What is the purpose of a 

performance dashboard?

Facilitate Execution

Best Practices in Dashboard Design



Execution -

„The gap between what a company‟s leaders 

want to achieve and the ability of their 

organizations to deliver it‟
- Larry Bossidy and Ram Charan, (2002) Execution: The Discipline of Getting things Done

„Strategy is important, but it is execution that 

counts‟
- Jeff Call, CEO & Founder of Focus & Execute
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What is the main barrier to your company‟s success?
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How Does a Dashboard Facilitate Execution?

1. Valuable Insight

2. Organizational Alignment

3. Workforce Focus
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How Does a Dashboard Facilitate Execution?

1. Valuable Insight

2. Organizational Alignment

3. Workforce Focus
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Visual is better…

Valuable Insight



“run” your business, without having to take 

your eye off of your business

Valuable Insight



If a Business Performance Dashboard is to 

be adopted by your organization it must be 

Easy to Use

Valuable Insight



Indicators Alerts
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Valuable Insight



“Intelligence is the most important 

work, because the entire force 

relies on it for every move. It is the 

essence of strategy.”

-Sun Tzu, the Art of War

Valuable Insight



Do you feel like you are guessing when it comes

To making important decisions?

Can you make timely decisions, or do you delay

because of uncertainty?

The inability to make timely

and informed decisions is a

barrier to execution.

Valuable Insight



Naked Eye Observations

Some things in your business are visible to the naked eye.

Other things are not.

Valuable Insight



As we measure and gather data,

• Things that were invisible become visible

• Cause and effect relationships become clear

• Old models and belief systems are proven false

• New models and belief systems are born

• Outliers become apparent

• Predictive indicators are revealed

Valuable Insight



History illustrates how our understanding increases as we 

move beyond naked eye observations, and begin to measure.

Ancient astronomers 

using naked eye 

observations, developed 

a model of the universe
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A new instrument is invented which allowed 

measurement of celestial movement--The 

Armillary Sphere 

By taking 

measurements of 

planetary movements, 

Ptolemy developed a 

new model of the 

universe
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A new model of the universe is born

Valuable Insight



A new instrument is invented which allowed 

even more precise measurements of celestial 

movement--The telescope

With this new 

device, Galileo 

developed a new 

model of the 

universe

Valuable Insight



A new model of the universe is born

Valuable Insight



Takeaways from this history lesson,

-The accepted model that has been around for a while may not 

be the correct model

- Accurately measuring something can lead to new revelations

Real World Example – Comcast‟s Maintenance Schedule
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Type of insight,

- Discovery of predictors

Real World Example #2– Comcast‟s Customer Record Transaction System

- Outliers become visible

Real World Example #1– ASU‟s Help Desk

Valuable Insight



How Does a Dashboard Facilitate Execution?

1. Valuable Insight

2. Organizational Alignment

3. Workforce Focus
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Lack of Alignment

Organizational Alignment



Alignment of magnetic particles in iron

Normal Iron Magnetized Iron

All iron contains magnetic particles. The only 

difference between normal iron, and magnetic 

iron is alignment.

Organizational Alignment



Is Your Organization Aligned?

Organizational Alignment



Keys to Organizational Alignment
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Keys to Organizational Alignment

•Linked Goals (Trickle-Down Goals)
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Keys to Organizational Alignment

•Linked Goals (Trickle-Down Goals)

•Two-Way Communication
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Keys to Organizational Alignment

•Linked Goals (Trickle-Down Goals)

•Two-Way Communication

•Single Version of the Truth
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Research Grants

Organizational Alignment



How Does a Dashboard Facilitate Execution?

1. Valuable Insight

2. Organizational Alignment

3. Workforce Focus
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Focused Effort Lack of FocusOR

Workforce Focus



The Hawthorne Effect

• A change in the behavior of an individual 

or a group who know they are being 

observed to meet the expectations of the 

observer.

• The act of measuring in and of itself can 

increase performance.

Hawthorne Works (ca. 1924)

Workforce Focus



Real World Example – Ticket Handling

Workforce Focus



Design your Performance Dashboard to provide,

1. Valuable Insight

2. Organizational Alignment

3. Workforce Focus
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There Are Two Types of KPIs

1. Outcome KPIs

2. Driver KPIs

Types of KPIs



There Are Two Types of KPIs

1. Outcome KPIs
• Quarterly Revenue

• Customer Satisfaction

• Monthly Help Desk Calls

2. Driver KPIs
• Sales Calls  Quarterly Revenue

• Product Quality  Customer Satisfaction

• Monthly Self Service Incidents  Monthly Help Desk Calls

Types of KPIs



Beneath Outcome and Driver KPIs are Key Behaviors

Outcome KPIs

Driver KPIs

Key Behaviors
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Beneath Outcome and Driver KPIs are Key Behaviors

Outcome KPIs

Driver KPIs

Key Behaviors
Sustaining

Behaviors

Types of KPIs



Performance Dashboards fall into one of three categories

1) High-Level Strategic

2) Organizational Management

3) Real-Time Operational

Types of Performance Dashboards



Performance Dashboards fall into one of three categories

1) High-Level Strategic

Purposes:   Align entire company to strategy, monitor high-level performance objectives

Examples: Balanced Scorecard Dashboard, Board of Director’s progress report

Attributes:  Long term scope, measures change infrequently, primarily utilizes outcome KPIs

2) Organizational Management

3) Real-Time Operational

Types of Performance Dashboards



Performance Dashboards fall into one of three categories

1) High-Level Strategic

2) Organizational Management

Purposes:  Increase performance of an organization

Examples: VP of Sales Dashboard

Attributes:  Short term scope, measures change frequently, utilizes both outcome and driver KPIs

3) Real-Time Operational

Types of Performance Dashboards



Performance Dashboards fall into one of three categories

1) High-Level Strategic

2) Organizational Management

3) Real-Time Operational

Purposes:  Optimize a process

Examples: Help Desk Dashboard

Attributes: Real-time, or close to real-time, utilizes primarily driver KPIs

Types of Performance Dashboards



What tasks are involved in building the system? 

Business Manager Technical Resource

1) Chooses what to measure

2) Defines the KPIs

3) Implements the design

ImplementationDesign

Building a Dashboard System



What tasks are involved in building the system? 

Technical Resource

3) Implements the design

Implementation

Business Manager

1) Chooses what to measure

2) Defines the KPIs

Design

Design

Blueprint

Building a Dashboard System



Design Blueprint

• Choice of Measures

• KPI Definitions

• User Access

Building a Dashboard System



The 64 million dollar question is…

How Do I Choose my KPIs?
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Bottom Up

Data

Driven Design

Top Down

Execution-Plan

Driven Design
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Bottom Up

Data

Driven Design

Top Down

Execution-Plan

Driven Design
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The 9 Steps of Choosing Your KPIs

1. Create a framing statement

2. Create a list of questions that you would like the 

performance dashboard to answer

3. Determine a preliminary list of KPIs

4. Assign goals, targets, and benchmarks

5. Add structured navigation, and structured analysis

6. Determine the indicator type for each KPI

7. Check data availability

8. Check for compliance and balance

9. Assign owners and consumers. Assign triggers and alerts 

Design

Blueprint
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Your framing statement will serve as a guide to your 

design process and will allow you to quickly decide which 

elements belong in your dashboard, and which do not.

Your framing statement will describe in detail your short-

term and long-term desired outcomes.

1. Create a Framing Statement



Example Framing Statement

The performance dashboard for Company X‟s Customer Service and Support 

Department will facilitate the following tasks,

Improve Customer Satisfaction by providing above industry average 

performance in the following areas,

• MTTR (Mean Time To Repair)

• Backlog

• Defect Ratio

Increase Profit Margin to 25% by yearend 2010, and 30% by yearend 

2011 by doing the following,

• Achieve a Self Service Ratio of at least 30% by yearend 2010, and    

40% by yearend 2011

• Achieve a Contract Renewal rate of at 90% by yearend 2010, and 

92% by yearend 2011

1. Create a Framing Statement



A Good Framing Statement -

• Is Concise

• Explicitly States Goals, Milestones, and Benchmark Comparisons

• Has the Buy-in of your Key Team Members

• Is your action plan that your performance dashboard will help your execute 

against

The performance dashboard for Company X‟s Customer Service and Support Department will facilitate the 

following tasks,

Improve Customer Satisfaction by providing above industry average performance in the following 

areas,

• MTTR (Mean Time To Repair)

• Backlog

• Defect Ratio

Increase Profit Margin to 25% by yearend 2010, and 30% by yearend 2011 by doing the following,

• Achieve a Self Service Ratio of at least 30% by yearend 2010, and    40% by yearend 2011

• Achieve a Contract Renewal rate of at 90% by yearend 2010, and 92% by yearend 2011

1. Create a Framing Statement



2. Create a List of Questions



The questions will flow out of your framing statement

Example Questions

How does my MTTR compare to industry average?

How does my Backlog compare to industry average?

How does my Defect Ratio compare to industry 

average?

What is my Customer Satisfaction rating?

What is my Profit Margin, and am I meeting my 

target?

Am I meeting my Self Service Ratio goals?

Am I meeting my Contract Renewal Rate goals?

From the Framing Statement

Improve Customer Satisfaction by providing 

above industry average performance in the 

following areas,

• MTTR (Mean Time To Repair)

• Backlog

• Defect Ratio

Increase Profit Margin to 25% by yearend 2010, 

and 30% by yearend 2011 by doing the 

following,

• Achieve a Self Service Ratio of at least 30% 

by yearend 2010, and 40% by yearend 2011

• Achieve a Contract Renewal rate of at 90% 

by yearend 2010, and 92% by yearend 2011

2. Create a List of Questions



3. Determine a Preliminary List of KPIs



Create a KPI to answer each of your questions.

• Some questions will require multiple KPIs

• Some KPIs can answer multiple questions

3. Determine a Preliminary List of KPIs



KPI

Measure

Dimension 1

Dimension 2

Compare To

Drill To

Indicator Type

Drill From

Perspective

Notes

Describe in Detail your KPIs

3. Determine a Preliminary List of KPIs



Measure

Dimension

Definitions



Examples Measures,

 Customer Satisfaction

 Revenue

 Profit Margin

 Contract Renewal Rate

Definitions



Example Dimensions

1. Time (Quarterly)

2. Type (Product 1, Product 2)

Definitions



Measure: Revenue

Dimension 1: Time (by Quarter)

Definitions



Measure: Revenue

Dimension 1: Time (by Quarter)

Dimension 2: Type (by Territory)

Definitions



Measure: Revenue

Dimension 1: Time (by Quarter)

Dimension 2: Type (by Territory)

Dimension 3: Type (by Revenue Type)

Definitions



Exercise #1 

Design a KPI to answer this question…

- What is my Profit Margin, and am I meeting my target?

Profit Margin KPI

Measure

Dimension

3. Determine a Preliminary List of KPIs



Exercise #1 

Design a KPI to answer this question…

- What is my Profit Margin, and am I meeting my target?

Profit Margin KPI

Measure Profit Margin

Dimension

3. Determine a Preliminary List of KPIs



Exercise #1 

Design a KPI to answer this question…

- What is my Profit Margin, and am I meeting my target?

Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter)

From the Framing Statement…  

“Increase Profit Margin to 25% by yearend 2010, and 30% by yearend 2011” 

3. Determine a Preliminary List of KPIs



Exercise #2 

Design a KPI to answer this question…
- How does my Defect Ratio compare to industry average?

Profit Margin KPI

Measure Defect Ratio

Dimension 1 Span-of-Time (Since Jan-01-2010, by Month) 

Dimension 2 By-Type (Product A, Product B)

3. Determine a Preliminary List of KPIs



4. Assign Goals, Targets, and Benchmarks



Is there a target or a stretch goal for this KPI?

Is there a benchmark that this will be compared against?

Would a range be better than a target?

Can the Target, Benchmark, or Range  be relative instead of absolute?

Is there consensus on these between CXOs, Managers, and Workers?

If there is a yearend target, can I interpolate milestones to compare 

against?

4. Assign Goals, Targets, and Benchmarks



4. Assign Goals, Targets, and Benchmarks



Exercise #1 

Design a KPI to answer this question…

- What is my Profit Margin, and am I meeting my target?

Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter) 

Compare to 25% for 2010, 30% for 2011

From the Framing Statement…  

“Increase Profit Margin to 25% by yearend 2010, and 30% by yearend 2011” 

4. Assign Goals, Targets, and Benchmarks



5. Add Structured Navigation, and Structured  Analysis



Which do you want in your Dashboard?

a) Ad Hoc Query Capability

b) Structured Navigation and Structured Analysis

5. Add Structured Navigation, and Structured  Analysis



Add structured navigation and structured 

analysis rather than ad hoc query capabilities

What detail behind the KPI is meaningful (drilldown path)?

What other ways would the user need to view this KPI?

5. Add Structured Navigation, and Structured  Analysis



Exercise #1 

Design a KPI to answer this question…

- What is my Profit Margin, and am I meeting my target?

Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter) 

Compare to 25% for 2010, 30% for 2011

Drill to Breakdown of actual cost of goods for each quarter

From the Framing Statement…  

“Increase Profit Margin to 25% by yearend 2010, and 30% by yearend 2011” 

5. Add Structured Navigation, and Structured  Analysis



KPI 1

KPI 5

Lower

Level

Dashboard

KPI 2 KPI 3

KPI 7

KPI 4

Diagram your KPIs to Show Navigation Structure

Drill Down Path

Information

Portal

5. Add Structured Navigation, and Structured  Analysis



6. Determine your Indicator Types



Types of Indicators

• Outcome Indicators

Indicates past or current performance

• Driver Indicators

Indicates future performance

6. Determine your Indicator Types



1. Outcome Indicators
• Quarterly Revenue

• Customer Satisfaction

• Monthly Help Desk Calls

2. Driver Indicators
• Sales Calls  Quarterly Revenue

• Product Quality  Customer Satisfaction

• Monthly Self Service Incidents  Monthly Help Desk Calls

6. Determine your Indicator Types



Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter) 

Compare to 25% for 2010, 30% for 2011 

Drill to Breakdown of actual cost of goods for each quarter

Indicator Type Outcome

Identify the indicator type of each KPI

6. Determine your Indicator Types



Driver Indicators can be tremendously useful in a 

performance dashboard.

Do you have the right mixture of outcome and driver 

indicators?

Go through each of your Outcome indicators and list any 

factors that you think could end up being a Driver 

indicator. Decide whether or not the link is meaningful 

enough for you to consider adding this indicator to your 

dashboard.

Is the Driver Indicator Causative or Correlative?

6. Determine your Indicator Types



Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter) 

Compare to 25% for 2010, 30% for 2011 

Drill to Breakdown of actual cost of goods for each quarter

Indicator Type Outcome

What are some possible Driver Indicators 

for this KPI?

6. Determine your Indicator Types



What are the key behaviors that affect this KPI?

Does it make sense to measure and track some or all of the 

Key behaviors?

At a minimum the key behaviors should be communicated and 

reinforced regularly to the employees. 

As you track KPIs over time more key behaviors will be 

revealed.

6. Determine your Indicator Types



7. Check Data Availability



Can this metric be accurately measured?

Is there a data source available for this measure?

Will IT give me access to this data?

Is the data available for the benchmark that you are 

comparing yourself against?

Is the data updated frequently enough?

Is the data feed reliable and accurate?

Is the data contaminated?

7. Check Data Availability



8. Check for Compliance and Balance



Compliance

Does the KPI use standard definitions and terms that 

everyone will understand the same?

Is the calculation for this KPI one that everyone agrees with?

Is the KPI easily understood, or is it cryptic?

Is it a calculation that is hard to understand, and explain?

8. Check for Compliance and Balance



Balance

Is this a balanced measure? 

Will optimizing this measure cause another measure 

to go out of wack? 

You don‟t want to 

end up playing the 

wack-a-mole game

8. Check for Compliance and Balance



Balance

High-level Strategic Organizational Management

/ Real-Time Operational

•Financial

•Customer

•Operations

•Learning & Growth

(Balanced Scorecard)

•Efficiency

•Effectiveness

•Productivity

•Profitability

•Quality

•Customer Satisfaction

•Employee Satisfaction

8. Check for Compliance and Balance



Balance

Profit Margin KPI

Measure Profit Margin

Dimension Span-of-Time (Since Jan-01-2010, by Quarter) 

Compare to 25% for 2010, 30% for 2011

Drill to Breakdown of actual cost of goods for each quarter

Indicator Type Outcome

Perspective Profitability

Organizational Management

/ Real-Time Operational

•Efficiency

•Effectiveness

•Productivity

•Profitability

•Quality

•Customer Satisfaction

•Employee Satisfaction

8. Check for Compliance and Balance



Balance

Can this KPI be “gamed”?

8. Check for Compliance and Balance



9. Assign Owners and Users. Assign Triggers and Alerts



Assign Owners for each KPI

Business Owner 

• Understands the KPI

• Can answer questions about the KPI

• Is responsible for the KPI

Data Owner

• Is in charge of the data integrity

• Can answer questions about the data feed

9. Assign Owners and Users. Assign Triggers and Alerts



Assign Users

Who gets to see what?

9. Assign Owners and Users. Assign Triggers and Alerts



Assign Triggers and Alerts

• Is there an alert state for this KPI?

• Is it an visual alert, or a notification alert?

• How often will the KPI need to be monitored for the alert 

state?

• Who will receive the alert notification?

9. Assign Owners and Users. Assign Triggers and Alerts



What If???

You ended up with too many KPIs

You ended up with too few KPIs

4 – 6 Measures is optimum

80/20 rule



Your company strategy offers no insight into what your framing statement 

should be

…OR…

Your goal is simply to do more with less, or to grow faster

… How then do I choose my KPIs?

What If???



Your company strategy offers no insight into what your framing statement 

should be

…OR…

Your goal is simply to do more with less, or to grow faster

… How then do I choose my KPIs?

You must take the fitting approach to choosing your KPIs

1) Assemble a list of potential KPIs

2) Carefully consider whether they are strategic to you

3) Do not measure for the sake of measuring

What If???



Final Notes on Choosing Your KPIs

Don‟t wait for perfection or total consensus before deciding 

on your KPIs. 

Designing your KPIs is an iterative process, and your 

business needs will change over time. 

Get your best guess up in phase one and utilize iterative 

refinements to arrive at the perfect set of KPIs.



Keys to Successful Deployment



How do you get your people to use the dashboard system?

The Three Keys to User Adoption,

1. Make it Relevant

2. Make it Personalizeable

3. Make it Actionable

Keys to Successful Deployment



Do you need a mobile solution?

Keys to Successful Deployment



Optimize Your Alignment

Utilize a Dashboard Hierarchy 

to align effort and focus

Keys to Successful Deployment



Handling Responsibility and Accountability

1) Let Them Know you are Watching

-Review results regularly in meetings

-Refer to the dashboard regularly

2) Tie to Compensation or Perks

-Do this carefully

-You get what you pay for

-Watch for “gaming the system”

Keys to Successful Deployment



The Dashboard as the UI to your Enterprise

Dashboard

System Portal

Spreadsheets

Databases

Legacy Systems

The Dashboard becomes an entry point 

for all of your BI systems

This Creates the “Actionable” Dashboard

Existing Applications 

and Data Sources in 

your Enterprise



Actionable Dashboards

Companies that have transformed their business 

with Actionable dashboards

Old Dominion Freight Line (Logistics Dashboard)

– 2009 CIO 100 Award

Prudential Law Department (Operational Dashboard)

– Inside Counsel Magazine‟s 2009 Top Ten Innovative Law Departments

Montgomery County, MD (Operational Dashboard)

– NACo Award  for creative use of real-time Performance Dashboards



Actionable Dashboards

An effective dashboard will let you take action immediately once a problem is discovered

A potential problem is noticed
Drill down into the details

Drill to the source of the problem

ERP System

Data Sources

Database



Actionable Dashboards

Database

A problem shows up Drill to a 

historic report

Monitoring System

Data Sources

Remote Test

Schedule Repair

Drill to an integrated 

web application

An effective dashboard will let you take action immediately once a problem is discovered



Six Steps to Success

1. Executive buy-in and project definition 

workshop

2. Readiness assessment; plan creation and 

execution

3. Best practice look and feel design

4. Actual dashboard implementation

5. System infrastructure design and 

deployment

6. Dashboard deployment and feedback



The Executive Workshop

Gain buy-in at top levels

Allocate valuable resources

Establish vision of what‟s 

possible

Determine timeline, goals, 

success factors

Step 1



Step 2

Data Readiness Assessment Determine consumable readiness of 

every key data element

Identifies data challenges early in the 

project; aids effectively remediation

Ensures a dashboard with data that 

is accurate and timely

Enables good user experience with 

fast performance

Inspires user confidence in the data

Ensures corporate security rule 

compliance



Best Practice Look and Feel Design

 Communicates the data in an 

easily understood way to the user 

audience

 Tells a compelling “story” 

 Advances acceptance and actual 

usage of the dashboard by the 

target user audience

 Delivers an end experience that 

leverages color, space, animation, 

user interaction, drill paths and other 

features in a way that respects good 

design concepts.

Step 3



Dashboard Implementation

Project plan documents serve as 

a communication tool for all parties

Detailed design plan helps to 

manage „scope creep‟

Project progress can be easily 

measured vs. plan

Inevitable changes are efficiently 

managed

Step 4



Infrastructure Design and Deployment

 Detailed planning helps to 

eliminate expensive surprises 

(dollars and/or time cost)

 Involves other organizational 

groups early in the process to get 

buy-in and to respect their 

availability 

 Results in a robust, stable 

infrastructure environment with 

great performance

Step 5



Dashboard Deployment and Feedback

 Gain feedback from a small 

group that is highly interested in 

the success of the dashboard

 Limit exposure of any 

unexpected data, design or 

software issues to a small group

 Tuning the dashboard with 

user feedback results in a 

solution that better meets needs 

of the community and drives 

acceptance and value

Step 6
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