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KPIs and Dashboards

1. What to measure?

2. How to show it?
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Dashboards

Quite a few commercial products available for dashboards (e.g., Tableau, Power BI, SAP Business Objects, etc.)

“A dashboard is a visual display of the most important information needed to achieve one or more 
objectives, consolidated and arranged in a single screen so the information can be monitored at a glance.” 

Stephen Few

“Business Intelligence” or ”BI” (USD30 Billion market)
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c2022 market leader
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The business

The financial model
• Net operating income
• Total working capital

Monthly, Quarterly, Annually
Budget and Actual

The Managerial KPIs 
(Weekly)



MakerStock KPIs
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Revenue
Revenue growth rate

N Orders
Average order value

N New Customers
Total Customers
Total Repeat Customers (ordering within 180 days)
% of Repeat Customers Ordering

N orders not shipped by promise day (2nd biz day)
% Orders not shipped by promise day

Pieces ordered
Laser-cut panels ordered
Fraction of orders fulfilled entirely from FGI

Advertising Spend
N Organic DTM Acquisitions (assume 2.5% of organic)
Implied N Paid DTM Acquisitions
4-wk ave Customer Acquisition Cost ($/paid-acq)

Total Unique Visitors (Google Analytics)
Organic Unique Visitors
Paid Users
Site Conversion Rate (N-orders / N-uniques)
Makerstock.com Domain Authority
Inbound Links (Unique Domains Linking to Us)

for 2 segments:
Direct-to-Maker
EDU Lab

(most metrics shown as weekly 

actual and 4-week trailing average)

For MakerStock c2022, the product is the business…
• Typical of new ventures.
• Most PMs in large companies do not own the business.



https://docs.google.com/spreadsheets/d/111EDD6mgEYm-tLEFIL_s1skWYEozepRnFhvMsjlsVSU/edit?usp=sharing

Real Example – dashboard implemented entirely as Google sheet

Team meeting every 
Wednesday (slowest day).
“Week” ends Tuesday midnight.
5-minute review of numbers.
Manually flag good (green), 
caution (yellow), bad (red).

https://docs.google.com/spreadsheets/d/111EDD6mgEYm-tLEFIL_s1skWYEozepRnFhvMsjlsVSU/edit?usp=sharing
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Simple line graph for key metric (revenue) $/wk revenue

4-wk trailing average $/wk revenue

linear trend line



Some Common PM KPIs in Software
Monthly recurring revenue (MRR)
Customer Lifetime Value (CLV or LTV)
Customer Acquisition Cost (CAC)
Daily Active Users
Weekly/Monthly Active Users
Daily/Weekly sign-ups
Daily/Weekly premium conversions
Session duration
Paid traffic
Organic traffic
Bounce rate
Churn rate
Net Promoter Score 
Customer satisfaction score
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For tech product managers specifically:
• Acquisition
• Engagement
• Satisfaction
• Monetization
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Still running one-day workshops, some on-line.
http://www.edwardtufte.com/

Edward Tufte
(b1942)

“The DaVinci of Data”

Also…
Yale Professor of Statistics
Sculptor
Self-publishing phenomenon



Stephen Few 
(Very practical Tufte … without the style)
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http://www.perceptualedge.com

http://www.perceptualedge.com/


Dashboard Design
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Lots of real examples.
Tableau files/templates at https://www.bigbookofdashboards.com/dashboards.html

https://www.bigbookofdashboards.com/dashboards.html
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N = 270
R = 0.18
p = 0.003

Due Diligence 
(log of hours)

Exit Multiple 
(log of ratio 

of nominal dollars)

Notes: 
• Minimum exit value set at $1000 to account for 

different sizes of losses, and to allow log to be 
defined.

• Includes 270 survey responses with values for 
investment, exit, and due diligence.

Investment Exit Multiple vs. Angel’s Due Diligence Effort

losses

Source: Kauffman Foundation Angel Survey 2007 K. Ulrich – Nov. 10, 2021

1. Above all else, 
show the data.



2. Start with a good table. May be all you need.
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The people you work with are smart.

They can process a lot of information if you 
make it available to them.

For in person meetings, if you have a lot of 
items (e.g., >20), use a table, print it, and hand 
it out.
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3. Careful display of time series 194.6
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Tables are great for comparisons of a 
lot of values – not as helpful for 
detecting trends in noisy signals.

Be especially cautious with 
“% Change from Previous Period” 
with noisy data. 
(Usually meaningless and distracting)
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3. Careful display of time series
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Same 50 points in ”line” graph (but since measurement not continuous – only ”markers” shown.
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3. Careful display of time series (use of rolling averages to detect real trends)

7-day rolling average 
(day +/- 3 days)

21-day rolling average 
(day +/- 10 days)
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3. Careful display of time series (annotation to support discussion)

7-day rolling average 
(day +/- 3 days)

21-day rolling average 
(day +/- 10 days)W
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4. Invest in a Single Carefully Designed Graphic to Support an Important Discussion
(How many scooters do we need through the end of the year – accounting for 2020 pandemic effect)



MBA program – Student Views
• What are the most important aspects of a global school?

Domestic Students

Brand Name/Reputation

Diverse International Student Body 

International Curriculum

Alumni Network

Extra Curricular Activities

International Students

Brand Name/Reputation

Alumni Network

Diverse International Student Body 

Extra Curricular Activities

International Curriculum

Overall

Brand Name/Reputation

Diverse International Student Body

Alumni Network 

Extra Curricular Activities

International Curriculum

Real example fro
m a real 

Wharton committee report.



MBA program – Survey Results
• Why is being part of a global school is important?
• Overall, 90% of the students surveyed strongly agree or agree with the 

statement: “It is important that a MBA education provide a global business 
education experience.”

• Applications and acceptance are affected
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MBA program – Survey Results
• How are we doing in delivery?
• 74% of the surveyed strongly agree or agree with the statement: “Wharton 

has met my expectations in terms of a global business education 
experience.”
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MBA program – Survey Results
• How are we doing in delivery?
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MBA program – Survey Results
• How are we doing in delivery?
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MBA program – Survey Results
• How are we doing in delivery?
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MBA program – Survey Results
• Summary Findings

– Being globally well-known has tangible benefits to Wharton
• Applications
• Acceptance
• Learning experience

– By and large, we are delivering along the dimensions that matter to MBA’s
– There is room to improve in adding more global content to the elective and core 

curriculum and in engaging global alums
– Domestic students feel better about school’s globalization efforts
– We are probably at the upper boundary in terms of the proportion of international 

students

Real example fro
m a real 

Wharton committee report.



Easily improved by getting all data on one page…(but we can do better)



31Draft of 18 February 2007
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MBA Student Perspectives – US vs. Non-US Students

Source: Wharton Strategy Committee survey of 377 current MBA students, December 2006.

5. Use scatter plots to both 
show relationships and enable 
comparisons.
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to be as brave as the people we help. Karl Ulrich

Shire Return Curve
Revision of October 9, 2019

ILLUSTRATIVE ONLY

Picky Point A – Care, 
Craft, and Hygiene
• Eliminate chart chunk.
• Maximize 

data-pixels/non-data-
pixels ratio.

• Careful use of color.
• Include your name and 

the date.
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Picky Point B - Avoid legends. Use direct labeling instead.

Source: New York Times, 2011
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Picky Point C
Make all X and Y dimensions meaningful

Source: New York Times, 2011
How might X axis be put to work?
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The New York Times and The Wall 
Street Journal are the gold standard 
today. Their data graphics pros are 
very, very good. They’ve been 
thoroughly “Tufte-d.”



1. Have you shown the data?
2. Do you have a clear understanding of the reasoning you are trying to support with the graphic?

• Do the variables and relationships shown support the reasoning?
• Have you avoided lines connecting unrelated points?

3. Have you enabled comparisons?

4. Have you wasted any visual dimensions (e.g., arbitrary ordering of items in charts)?
5. Have you directly labeled data points (avoiding legends if at all possible)?
6. Have you used scatter plots where appropriate to show two attributes for items? 

• Are the X-Y axes sensible?

7. Did you consider a nicely implemented table when displaying more than two dimensions?
8. Have you used good graphic hygiene?

• Appropriate font sizes (usually smaller).
• Avoiding arbitrary use of color.

• No chart junk.
• Your name and the date are on the graphic.
• All axes and units are labeled and/or specified.

• You have minimized non-data-pixels/ink.

Data Graphics Checklist
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