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The Data-Driven CFO

Refocusing on the KPIs That Matter



“Thou shalt know thy numbers.” It’s a CFO mantra, 

but that trusty dashboard might not be telling you 

the whole data picture now.

Businesses have experienced seismic operational 

shifts over the past few years. Supply chain issues, 

Meanwhile, the pandemic and all those seismic shifts 

that came with it made some historical data useless. 

In 2019, history was a reasonable indicator of future 

success. That’s no longer true, so how do you 

reimagine your KPIs? 

hasn’t changed much. In both cases, that may be 

and then use the resulting insights to set strategy.

It’s always been smart to periodically reassess the 

internal and external data points used to predict 

of the challenges of the day. Now, it’s not just smart, 

Grab a seat and enjoy.
Read Time: 14 minutes
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CHAPTER 1

Business Data Reset

ensure the company’s KPIs and associated metrics 

still align with strategic goals.

fractional CFO services provider, Michael Stier has a 

unique view of how priorities have shifted, garnered 

seen increasing emphasis in four areas:

� 

� Inventory:

 

the costs to maintain higher inventory levels, 

 

increased in priority.

� Personnel:

sources and average hourly wage versus budget, 

� 

 

as well as hours of operation. This data allows 

closing or reducing open hours on certain days.

They indicate whether 
a goal needs to be adjusted.

They monitor  
company health.

They measure 
progress toward goals.

They reveal  

They uncover 
trouble spots.
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a more important role due to the treatment of 

forgivable PPP loans, which causes distortions in 

 

for his own business and helped his clients through 

the process.

‘How do you determine success for your business? 

 

lot about what their business really is about.”

it right.

 

impact on is, to me, a good one.” 
Dave Roberson, CEO, RoseRyan

3 External Data Points to Watch

1. Churn rate 

2.  

3. Net Promoter Score (NPS) 

 

 

surveyed customers who are “detractors”

and realities of today’s business landscape. This 

isn’t the time for vagueness. To create relevant and 
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KPI and data metrics that will allow you to monitor 

 

communicate that to employees.

 

KPIs inform strategy, while metrics show how to 

adjust tactics as needed to achieve goals. However, 

revenue doesn’t necessarily inform progress because 

 

what already happened.

 

of increasing revenue.

 

may not be just classic metrics with formulas. Include 

commodities and energy costs, wage pressures, 

 

comes in.

Share data widely:

important for companies with remote employees.

of having a shared language and a shared vision.”

However, he caveats that you need to allocate time 

to data gathering and dissemination. Once a month, 

teams report data that shows progress.

“I used to have eight charts for every KPI, but I 

important ones.”

should be assessed for strategic relevance at a 

KPIs and associated metrics as a part of the annual 

planning process, at a minimum.

where you’re heading?” he said.

to achieve common goals. So let’s delve deeper into 

choosing and using KPIs.
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CHAPTER 2

The Data-Driven Dashboard

 

raw data from a variety of sources and display it in 

the form of charts, tables, gauges and other 

quality data is a frequent reason companies 

specialized tools included in business intelligence and 

support all of an organization’s major functions, from 

accounting and human resources to production and 

metrics are stored in a single shared database. This 

 

across the company in personalized dashboards 

to help each business department tap into the 

information it needs to plan, budget and report.

intelligence and data warehouses.

BI is all about customizable dashboards that allow 

for analysis based on business objectives and goals 

developed from the information coming from a 

exceptions, trends and opportunities and drill 

down into any underlying metric or transaction 

for greater detail.

Integrated BI systems allow for analyzing very large 

volumes of data from all lines of business, as well 

provides a range of integrations so you can pull in all 

store and analyze large amounts of structured or 

accessible to authorized business users who rely 

 

data warehouse from various transactional systems, 

engineers and scientists, business analysts and 

 

learning, and use it to populate dashboards and 

generate reports.

 

data warehouse?

You need to analyze data from disparate sources. 

most valuable customers, you may need to combine 

payment information from your credit card processor 

system, along with the data these customers 

generate when they use your product or service. 

This is much easier when the data from all three 

sources can be stored and manipulated in one 

central location.
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You need to separate your analytical data from your 

transactional data. BI specialists may want to collect 

and analyze the data from a production application’s 

database. They can sidestep that possibility by 

automatically sending the data to a data warehouse 

it there.

Your original data source is not suitable for querying. 

For example, the vast majority of BI tools do not 

warehouse, where their BI apps can access it.

You need to speed up your queries. When your 

transactional data resides in hundreds of thousands 

of rows, standard queries will be incredibly slow. It’s 

summary tables that aggregate the data, which can 

then be queried much faster. This will also unburden 

your transactional database so that it, too, will 

 

organize, analyze and contextualize information from 

around the company to generate actionable insights.

 

 

in real time.

4 Dashboard Best Practices

Good dashboard design can maximize the value of data to your business and drive more use of metrics. Here are tips to 

help display the right data in the right way:

1. Answer business questions. 

 

would be more useful, for example.

2. Customize. 

many a data initiative has faltered under the weight of TMI (too much information). Personalizing dashboards for each user 

ensures they’ll see relevant, meaningful information.

3. Consider the design.  

4. Keep it simple.  

 

data analysis.
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What Should a Dashboard Contain?

performance and inspire actions to improve 

business processes.

When building a dashboard consider:

� Charts and graphs: Visual representations of 

information, such as bar charts, pie charts, trend 

graphs and meters, succinctly summarize 

complex information.

� Icons: Most dashboards use icons to represent 

at a glance. In addition, icons may trigger actions 

change the way information is presented.

� Images: Images or diagrams can explain or simplify 

convey important insights.

� 

capabilities let users obtain detailed business 

should be able to customize reports by, for 

example, culling data from a variety of metrics in 

� Calendars, alerts and reminders: Because a 

most important business information, it can be 

useful to include other tools that help people do 

� 

drawing tools that enable users to draw lines or 

connect items to create diagrams or emphasize 

can be cumbersome if used in excess, potentially 

detracting from the otherwise concise overview 

a dashboard should display.

More Resources
� 

CFOs: To continue building partnerships 

across the organization, CFOs need to 

become masters at translating all sorts of data 

into insightful analysis and actionable advice. 

That’s where BI systems and dashboards 

come in.

� 

: To remain competitive, 

companies of all sizes rely on analytics tools 

to glean insights from disparate data, monitor 

their KPIs and provide reports to support 

� 

Business Needs Both: 

businesses that want to gather, analyze and 

share insights among multiple departments 

great at connecting the dots between business 

processes, these days, remaining competitive 

calls for even more.
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� Strategic dashboards, sometimes called executive 

dashboards, support executives and managers 

snapshots or KPIs such as business revenue and 

 

 

 

are a selling point for BI.

� 

usually include more context and nuanced data 

it easy for users to drill down into data for further 

analysis, such as correlating data from multiple 

sources to see whether a sudden rise in 

employee turnover is related to a change in 

corporate structure.

Note that dashboard elements should be active 

where possible. For example, if inventory levels 

show up as lower than expected, you should be 

see how the metric was built and determine what’s 

causing the anomaly.

� Operational dashboards 

current status of operations in their areas of the 

business. They may be used by line managers and 

production manager might use an operational 

 

for example.

 

and cash positions.

Users can easily customize NetSuite dashboards to display KPIs, charts and graphs relevant to their roles.
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CHAPTER 3

 
for Your Business

might include inventory turnover rate and perfect 

order rate.

 

and business model validation. KPIs for more 

established companies could be monthly recurring 

revenue, customer retention and cost per acquisition.

achievable goals rather than unrealistic targets. 

calculate the KPI are available, accessible, trusted 

and timely.

When Choosing KPIs 

 Do they truly

 Do they have
the potential to

 Did we 
weed out 

 Do they truly

leading or lagging

 Do they align 
with our

More than just data points, KPIs tell a story about how 

your organization is performing. There are hundreds 

of indicators that vary by industry, company and even 

department. So how do you choose which KPIs, and 

therefore data, are most relevant for your business, 

right now?

 

following criteria:

 If a strategic goal is to increase 

metrics that measure average order value, conversion 

 

and individuals. If purchasing wants to improve 
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Substance:

number of downloads or social media followers, that 

trend or inform next steps.

 Yes, that’s easy to say, 

hard to do. Ideally, KPIs are easy to measure because 

and reporting tools, such as dashboards, help 

centralize KPIs so a business and its teams can see 

at a glance where they stand, where they need to 

go, why something happened and whether 

corrective strategies are needed.

notoriously hard to calculate exactly. Machines may 

budget should be assigned to each product as a 

cost? The fact is, while “good” KPIs are easy to 

understand, the devil is in the details of accurately 

calculating them.

is outside the calculation, or you assign costs based 

how to simplify and still have meaningful data.

 

measurable data that leads a business toward its 

goal. Without a goal, the KPI is just a metric, not an 

indicator. KPIs can inform decisions, such as whether 

to adjust a sales plan based on how well a product 

that impact future strategies.

When data feeds into KPIs and the resulting insights 

More Resources
� What Is a Key Performance Indicator (KPI)? 

The Ultimate Guide: This guide to KPIs 

provides comprehensive information about 

them and how to use them.

� 

Metrics & KPIs: 

performance indicators (KPIs) allow a business 

to measure the status of its operations and 

they can tell you about the health of 

your operations.

� 

Business: More than just numbers, KPIs 

tell a story about how well a company is 

performing. These indicators vary by industry, 

company and even separate departments 

within a company. Which KPIs are right for 

your business?
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Note that the more automated reporting is, the 

metrics daily and responding to blips.

To turn data into actionable insights, consider 

1.  You almost certainly 

spreadsheet, unmined and unappreciated. CFOs 

lodes are and how to incorporate them.

the long game, inspiring systemic organizational 

company at the top of its game.

conveying information alone doesn’t prompt change.

what to do with information.

that are behind on their goals. This generates action 

by prompting the sales manager to dig in for 

generated early enough that there’s time to correct 

 

their slices of meeting revenue goals.

For a manufacturing company, a report may shed 

light on a part that’s suddenly failing some testing 

when a customer that generates over a certain 

companies win.

balance, provides alerts for unauthorized spending 

the balance.

CHAPTER 4

Mix Organizational 
and Operational
Organizational KPIs

term goals that are tied to a company’s mission 

customer acquisition rates, global expansion 

and revenue growth. Companies sometimes 

each phase of a product’s life cycle, an approach 

Operational KPIs

performance in terms of tactical, operational 

be applied to processes, teams and individuals. 
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2.  Gathering and analyzing 

created a sales dashboard leveraging data from 

gathering this information and running calculations 

data warehouse system, dashboards are created 

reports are sent to the entire sales team and 

every step in this process is automated and 

requires no human intervention to complete.

3. Tailor reports to your audience.  

percentage, total order cycle time, internal order 

accuracy, rate of return and more.

See the end of this report for a list of KPIs for 

various departments.

4.  In data 

analysis, segmentation is the process of grouping 

segmenting data by demographic to more easily 

analyze stored data and help identify potential 

5. 

actionable reports because business data, by 

 

errors, duplicate data and other governance 

The Bottom Line
Data-driven CFOs make sure their companies have the right data working for them. This requires the 

ability to transform static information into actionable reports that lead to positive change. 

ERP software can be instrumental in integrating data from across your business into one digital ecosystem. 

Automated actionable reporting capabilities can save time, increase productivity and ultimately help 

companies grow — all by making sure business data is always put to good use.
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KPIs by Department and Function

Finance:

15 Key Financial Metrics & KPIs for Small Businesses

30 Financial Metrics and KPIs to Measure Success

24 Cash Flow Metrics and KPIs

Sales and Marketing

HR

Operations

Key Operational Metrics & KPIs

Manufacturing/Retail:

15 Order Management KPIs & Metrics

33 Inventory Management KPIs and Metrics
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