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Introduction

Using dashboards as a quick gauge of
performance is not a new concept and many texts
covering different aspects of dashboards have
been written already. A Google search for
“Executive dashboards” returns over 750,000
results and most of them show endless
arrangements of gauges, dials, pie charts,
pyramid charts, traffic lights, etc. This probably
stems from the fact that most people associate
dashboards with these types of objects.

Although pretty, these tools do have their

drawbacks. Eye candy is boosted whilst
decreasing screen space, comparability and more
useful information.

This paper will have a look at dashboards that
are currently viewable using a Google search and
will comment on what changes could be made for
the better. Dashboards are as varied as
snowflakes and their definitions are not any
different. For the purpose of this paper a
dashboard will be defined as:

“A dashboard is a single page, top-down view that easily shows how
related business processes, areas and/or indicators are performing
against preset comparable values.”

Our definition explained:

Single page view

Single page implies that the dashboard should
achieve its goal of gauging performance in one
view and shouldn’t require any additional
interactions such as scrolling, tabbing, hovering
for flyovers and opening supplemental information
to assess how the indicator in focus is performing.

Top-down view

Only by knowing what the overall performance of
a business indicator is, would you know if it
requires further investigation to understand what
the underlying factors are. A dashboard forcing
the user to pick one sales representative at a time
is fairly useless if it isn’t accompanied by a view
that compares all sales representatives with each
other and thus showing which representatives you
need to select and analyse.

Related business processes, areas and/or
indicators performing against preset
comparable values

Deciding what should be shown on a dashboard
and what message it should convey is the first
step when designing a dashboard. A dashboard
that does not convey a message is merely a
report and could be useful to some users, but
won't be seen as an integral part of performance
management. Showing actual and budget sales
next to each other will show a relationship, but this
can then be taken a step further by highlighting
variations and alerting the user to areas that
require attention. A message can only be
conveyed when values are compared to
something else. Displaying January sales as
$200K is good, showing that the growth over the
prior year is 7% is better and highlighting that the
expected growth should be 10% and that the
business is not exactly on track is even better.
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Saving space, reducing variety,

and improving effectiveness

Figure 1 below is dashboard of a magazine’s ®  Comparing the position of the dials for
revenue performance. The following issues can Magazine Revenue doesn’t mean much,
be found by looking a little closer: because the performance bandings are all
) ) ) different.
® There is no title to specify what the dashboard
should be used for It is unnecessary to vary the tools used for
) o ) ) visualisation just because they are available or
[ ] . .
Visualizations are too varied and large, making you feel that a change is required. In most cases,
it difficult to view relationships and waste the information needs of users can be achieved
screen space with a small number of visualisation tools —
® Each month is shown on a single thermometer :;eadrllrt;g todadsmpler and more cohesive
graph, making comparison and trending ashboard design.
difficult
Magazine unit sales via website, by issue Magazine n I rates, by graphics: 2006 YTD Advertising r , by issue
January 2006 January 2006
West Coast Midwest East Coast
870 32
0 600 1,000 1,500 25 36 43 50
February 2006 February 2006
860 36
0 600 1,000 1,500 25 36 43 50
March 2006 Ag:g‘ A ::e 244 Age 43+ March 2006
1,110 48
0 600 1,000 1.500 a5 36 43 50
April 2006 April 2006
430 44
Male
o] 500 1,000 1.500 a5 36 43 50
May 2006 May 2006
915 39
0 600 1,000 1,500 25 36 43 50
Magazine revenue: May 2006 by source (thousands) Website clicks: May 2006
Renewals Advertising Hew Subscriptions L _ ~ N
Guest visits Subscriber content Web shop Advertiser links
) o o)
s vy, s
[ F

)
[l %) O O O O
{ o) 0 0

205

Figure 1
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http://robslink.com/SAS/democd26/kpidash.htm

Saving space, reducing variety,

and improving effectiveness

The dashboard in figure 2 presents the same data next to each other to make it easier to see if

as Figure 1, but uses only one chart type to replace there is a correlation between the two.

most of the gauges and 2 grids for Revenue ) )

Sources and Website Clicks. The following Revenue by Source and Website clicks are moved

adjustments were made to the dashboard: to grids to save space without sacrificing the ability

to gauge performance. Percentage of total added to

= Title with date added to inform the user what Website clicks to draw attention large contributors
data and period they are looking at. that are off target.

® Unit Sales, Advertising Revenue and Renewal All these changes make for a more insightful
Rates are displayed in 3 charts making it easier dashboard that saves space and gives the user the
to see trends and compare performance. option to replace the newly gained space with more

relevant information: Top 10/Bottom 10 lists, show
advertising revenue and website clicks by month to
show trends, showing cost information etc. The
amount of space saved can be viewed in figure 3.

®  Percentage of target achieved makes it easier to
gauge performance on members with different
target values.

®  Unit Sales and Advertising revenue are moved

Magazine Sales Dashboard (Date as of 31st May 2006)

Unit sales via website Advertinsing revenue [thousands) Renewal rates by demographic: YTD
Tet® 87 &6 100 48 92 Tgt® 74 80 109 98 &9 Tet 78 109 3% 60 94 110 7e 106
1,200 - 50 - 80

45 a |

800

40
20 4
35
400
20 15 -
- 4 25
Jan  Feb Mar Apr  May Jan Feb Mar Apr  May dﬁ- h&qféf s ;;s at o @%i- &_5,!
¢ & v e &
& e 2 R
& ot ;‘;ﬁ' ?ﬁl Y- L
Revenue by Source: May (thousands) Website clicks: May
5 Tt Tet¥ Status Clicks % Total
Renewals| 205 200 1{!3_ Guest visits| 279,500 516
Advertising| 3% 21 1386 2.5% below par Subscriber content 1&6.3
MNew Subscriptions| 17 21 81 29.2% below par Web shop| 160,000 295
Advertiser links 2.5
Figure 2

Figure 3
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Showing the bigger picture

The dashboard shown in Figure 4 allows you to see ® A percentage contribution gauge that makes no
the monthly sales trend for each of the company’s sense by having bandings

14 sales representatives. It is a good looking - ) )
presentation and contains nice animations when you " The ability to view only one rep at a time makes
move from one rep to the next, but the following comparison very difficult

shortcomings render the dashboard all but useless:

®" No overall view to show whether the reps’
contributions are overall on target

®" No indicator to draw attention to underperforming
reps

. Monthly Sales Dashboard

Year to Date Sales Year to Date Budget Difference

71.324.81

Monthly Sales by Sales Rep

palhng Sales Rep 1

Sales Rep 2
Sales Rep 3 $50,000
Sales Rep 4
Sales Rep 5
Sales Rep 6
Sales Rep 7 $40,000
Sales Rep 8
Sales Rep 9
Sales Rep 10 $30.000
Sales Rep 11
Sales Rep 12
Sales Rep 13
Sales Rep 14 $20,000

$10,000

-
_]’ i
'J Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct

Contribution € B Actual ©Budget © Projection

6.64%

Figure 4
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http://www.sap.com/solutions/sapbusinessobjects/multimedia/demos/Monthly_Sales_Analytic.swf

Showing the Bigger Picture

Clearly the dashboard in Figure 4 can deliver much
more information and insight and this is shown in the
re-worked sample in Figure 5.

Although the new dashboard is less graphical it has
clear advantages over its predecessor. One of these
advantages is the ability to see the relevant figures
for all Sales Reps in one view and having a total line
to gauge performance of the group. Some of the

Cells that contain values are enriched with a
value bar, quickly allowing comparison between
reps on the grid.

The two charts in the old dashboard are
combined into a single chart to allow the user to
see how actual figures are performing against
the budget as well as seeing how the projection
will fare against the budget.

other key changes made are: ) o )
®  The final column in grid also draws attention to

sales figures that might start to slip by comparing
the actual and budget variance to the projection
and budget variance.

®  Red dots are used to bring attention on variations
that are out of range.

= Actual and Budgets are shown as micro charts in
its own cell to help assess the trend.

Sales Rep Performance Dashboard

[rate as of 20th April 2008)

Financial Vear for Sales Rep 6 (thousands| Actusl  Pojection [HUSESE Varishes]

Rep Actual, Budget and Projection Overview [thousands)

Act/Bud %  Actual ¥ | Projection Budget Full Praj/Bud %|Change in
Actual Budget Actusl¥YTD  BudgetYTD War Contrib Full Year ‘Year War %5 Var 46.50 4
salesRepl| lghy  gon B 1826 91.3 781 &6 315.8 258.9 220(@ 561
salesRep2| (gl ll, Mzos2 BT 1572 325 85 2045 2866 211 zg| &0
salesRep3| |am ] B 1723 | 156.7 102 7.1 335.6 0 306.6 3.5 S5 —
salesRep4| qhal  Bla BT 1314 0 1731 106 78 z71.81 308.9 20.4 38 ’
salezRepS| Il 0l BT217E © 2067 53 89 422.71 2699 14.3 3.0 16.50 J
Wl Il & 1583 [ 1261 @ 157 &4 204600 37534 -130 322
salesRep7| iy Jgad B 1736 | 113.3 576 7.3 346.8| 277.3 51(@ 325 550
salesRep8| il oW B 1235 ] 1416 EEX- T 268.1| 281.0 110(@ 28
salesReps| |lm  fh., B 1332 | 162.5 144 78 2753 [ 2243 155 11 3.50
salesRep 10| plul  had B 156.5 | 164.7 50 B4 30391 3112 2.4 26
salesRep11| ylly gl B 1227 B 2351 @ 223 75 35430 3927 EX3 12.6)  13.50 4
salesRep12| gl hna B 1571 1 146.0 76 64 205.1 2340 1z|@ ==
saleskep13| b nlil | 1355 I 1321 @ 262 56 264.01 3330@ 218 a3| 350
salesRep 14| il ol F 145.1 | 1503 @ 195 59 281.91 3414 @ 174 2.1 33.50
Torat| qlil Tkl 2,448 2,305 6.2 4,755 4,467 6.4 0.2
Figure 5
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Even a Few can be better

| am a great fan of Stephen Few’s writing, especially

Information Dashboard Design that covers all the
major aspects of designing a dashboard. He is
outspoken and rarely holds back on delivering his
own thoughts and opinions. Figure 6 is a typical
dashboard designed by Few and some of the
obvious trademarks are the use of horizontal bullet
graphs, using red dots to attract attention, not using

extravagant gauges or dials and the use of top 10
lists. It is this top 10 list, in this case Top 10
Customers in the Pipeline (Revenue) that | want to
focus on.

The top 10 list is definitely a good tool to use on

most dashboards. It provides relevant and useful
information in a small list
and does help to bring focus

Sales Dashboard ouassoroecemerto 2006 atcumency s epressed inus sotars to items that are performing
well or not so well.
Key Metrics YTD wAcual, WP Satisfi Market Share The list in figure 6 can easily
Wetric Actual as % of Targel Trend  Aclual Company % of Tolal Market be extended by addlng 3
Revenue F §913,394 Enc Beverages 1
Profit & — = 5103,865 Elysian Spirits I ] COlUmnS and rows tO
Avg Order Size  — 2 sse our Company I provide very useful
On Time Delive = % intner's Best T T . . .
e —————— - e information. Figure 7 shows
Cust on E 730 Harvest Delight T H H
secton 2 amis wow the updat_ed top 10 list with
e e 1% 1% 20w 2 the following features:
Revenue YTD | B Targe Revenue QTD MWActusl | Target, Pipeine: I9 ®  Column added tO. ShOW
%of % of percentage contribution
Region Actual vs Target Actual Total Actual vs Target Actual Total
North AEmsrica 243585 283 255 = Subtotal rows added for
urope 201 865 234 243 .
sia | 195766 227 * — 212 top 10, customer not in
South America I 9,394 2 —
:’r‘\:lzl\efaslt_ | 11::1.52¢ 11_: * e— | 1:: tOp 10 and gl'and tOtaI
Product Sales YTD W Revenue s, | Targe Top 10 Customers in the Pipeline (Revenue)
e . frmrr = Ee am
Zinfandel ] 2124545 3 Fruit of the Vine Inc. 15,766 10,788 39,384
v aine oo 4 Spirits of the Age 11,394 28,285 120,758
S ! T S TheBeverageCompany  1062¢ Top 10 Customers in the Pipeline [Revenue)
Sauvignan Blanc  —f - 80,322 & Sips and Bites 10,008 —
Merlot® | 7 American Vintner's Best 8,384 SrETE am Rk
o 0 8 Barreland Keg 8,387 Customer 5 %% 5 % 5 %
r 9 Cheers 5.39¢
' R 10 Happy Hour 4380 1 The BigWine Store 256 14 | 338 14 | 1348 15
e 2 Wines'RUs 152 2 1z.2 5 43.0 5
Figure 6 2 Fruitofthe Vine Inc. 15.8 3 10.8 5 8.4 4
4 Spirits of the Age 114 3 285 12 | 1208 13
5 The Beverage Company 10.6 6 16.6 7 21.8 9
These additional fields help the user come to € Sips and Bites 180 & | 88 4 |248 3
additional conclusions such as “about 70% of all sales hoEEm=Ei= || @) 6 | #@e 5 | ZE:0 4
come from our top 10 customers”, “the business has e S s o N
248 customers in total” and “the top 10 have gained ? Cheers S B B
. .. . 10 Happy Hour 44 2 9.6 4 18.5 2
momentum in the cE’Jrrent quarter and this is causing EP— 55 o Ties o Toos o
the other 238 to lag”. These are important facts to Other 238 57 37 | eso 28 | 2m1 =
know and should be part of any top 10 list. Total 179.5 2359 912.4
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Out of clutter, find simplicity.
From discord, find harmony.
In the middle of difficulty

lies oppor tunity. Albert Einstein

Business success is determined by the decisions you make and the quality of the
information you base those decisions on. As a leader in Business Intelligence,
Stellar transforms otherwise senseless data into insightful information, giving you
the power to make better business decisions.

Stellar’s team of Bl specialists offers unrivalled strategic thinking and industry
experience. We know the hallmarks of a successful Bl programme and we apply
that knowledge to every Stellar project. Stellar’s unique Bl ‘Quick Start Strategy’
maps our learnings to your requirements, setting out a clear way forward and saving
considerable time and money down the track.

Being an end-to-end solution provider also ensures we see the ‘big picture’. A
commitment to Bl reflects an organisation’s commitment to becoming more effective
— this relies on the alignment of people, processes, data and technology. Stellar has
a full service offering to realise this commitment, from strategy and planning through
to implementation and support services.

Stellar maintains strong relationships with all major technology vendors, whilst
retaining an independent voice. Being ‘vendor neutral’ means we’re free to
recommend and implement the most appropriate Bl solutions for your business,
regardless of the technology platform.

In a nutshell, Stellar works collaboratively with customers to tailor Bl solutions to
their needs — solutions that work right the first time. Bl delivered on schedule, to
budget, using industry best practices and expert resources. Think of it simply as
brighter Business Intelligence.

Call us today to discuss your next Bl initiative
0800 228872
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