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1.Introduction to KPIs
Congratulations on your next steps in becoming a data-driven
business! Your decision to start your analytics journey will help your
business become more efficient, more agile, and enable you to
make faster decisions!

Key Performance Indicators (KPIs) are the numbers that tell you
how well your business is doing in achieving your objectives. Unlike
other numbers you are using to track your business, KPIs are
specific, measurable, and aligned with your strategic goals. By
tracking the right KPIs, you can gain valuable insights into your
business performance and make data-driven decisions.

This guide is designed to help small to medium-sized businesses
harness the power of KPIs and grow to their true potential! We will
explore what KPIs are, how to select and implement them, and
provide a practical template to track and analyze your performance.
By the end of this guide, you will have a clear understanding of how
to use KPIs to drive your business forward.



2. Building Your KPI Framework
Understanding Business Objectives
Before we get to far into KPIs, lets discuss establishing a clear
understanding of your business objectives. These are the
overarching goals that guide the direction of your business.

Key considerations defining business objectives:
1. Mission and Vision: Your objectives should align with the reason
you started and continue your business. 

2. SWOT Analysis: Consider your business’s
a.  Strengths – What does your business do well today
b. Weaknesses – Where are your business’s biggest pain points. 
c. Opportunities – Where is the biggest potential for improvement
in your business.
d. Threats – What may be a detrimental or a danger to your
business. (This can be internal or external)



3. SMART Goals: Your targets should be
a. Specific – The more specific the better.. What will you do to
accomplish the goal? What will the goal be? 
b. Measurable – Do you have the data to be able to measure the
business against the goal? (How much, how many, how well?) 
c. Achievable – Is it realistic to attain the goal? Do you have the
resources needed to do so?
d. Relevant – How does the individual goal fit in with the other
goals being set, does it align with the bigger picture?
e. Timebound – What is the frequency you will measure the goal
against? 

4. Stakeholder Input: Involve key business members in setting your
business objectives. Don’t make these decisions in a echo
chamber. If you are a sole proprietor and don’t have anyone else in
your business find another business owner, friend, or trusted
colleague to meet with. (Gambill Data Engineering is here if you
need consulting in this area!   )



Examples of Business Objectives
- Increase revenue by 15% in the next year
- Improve Customer Satisfaction by 10% in the next quarter
- Expand customer base by 10% in the next 6 months
- Reduce operation cost by 3% by optimizing processes
- Increase employee retention by 10% in the next year
Clearly defining your business objectives will ensure that you set
the right KPIs to measure your progress towards your goals!



Identifying Key Performance Indicators (KPIs)
KPIs are the measurable values that demonstrate how effectively a
company is achieving its key business objectives. To identify the
right KPIs, it's essential to understand your business' unique goals
and challenges.

Key Steps in Identifying KPIs:
1. Define Your Business Objectives: Write out your company's
mission, vision, and goals.
2. Identify Key Performance Areas: What are the parts of your
business that drive your business success? (e.g., finance,
operations, marketing, sales, human resources, customer service)
3. Brainstorm Potential KPIs: Create a list of potential KPIs for each
key performance area.
4. Align KPIs with Objectives: Directly relate each KPI directly to a
specific business goal.
5. Prioritize KPIs: Decide which KPIs provide the most valuable
insights to the growth of your business.



Example KPIs by Business Function
To help organize your thoughts here are some common KPI
categories and examples:
• Financial KPIs: Revenue, profit margin, return on investment (ROI),
cash flow, debt-to-equity ratio
• Operational KPIs: Order fulfillment time, inventory turnover,
production efficiency, defect rate, on-time delivery rate
• Marketing KPIs: Website traffic, conversion rate, customer
acquisition cost (CAC), customer lifetime value (CLTV), social
media engagement
• Sales KPIs: Sales revenue, sales growth rate, average deal size,
win rate, customer retention rate
• Human Resources KPIs: Employee turnover rate, employee
satisfaction, training completion rate, time to fill vacancies
• Customer Service KPIs: Customer satisfaction, net promoter
score (NPS), first contact resolution rate, average handle time
Remember to tailor these KPIs to your specific business!



Prioritizing KPIs
It is important to prioritize your KPIs.  Focusing on a limited
number of key indicators will help to focus your decision making
and where you spend your time as a business.
                 
                      “If everything is important, then nothing is.”
                                        -Patrick M. Lencioni

Key Considerations: 
- Aligning with business objectives: Rank your KPIs that most
closely contribute to your business priorities.
- Data Availability: Do you have reliable data for your KPIs.
- Resource Constraints: How much time and energy will it take to
track and analyze your KPIs. 
- Impact on performance: Which KPIs have the most impact on
your business growth?
- Ease of Measurement: Which KPIs can be measured consistently
and accurately. 



Prioritization Methods: 
- Ranking: Assign a categorical or numeric rank for each KPI based
on how important it is to your business growth.
- Weighting: This is a percentage value for each KPI based on it’s
importance. 
- Balanced Scorecard: Balance your KPIs across each of your
business areas: finance, customer, internal, education and growth.
- 80/20 Rule: Decide which 20% of your KPIs drive 80% of your
business growth. 
Example Prioritization Matrix: 

Prioritizing your KPIs will help you focus your efforts on the parts
of the business that matter the most and avoids analysis paralysis.





Following these guidelines will make sure you are creating KPIs
that will drive your business towards success.
Adjust the scorecard as needed to meet the needs of your
business. 








