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Dashboards and scorecards are more than eye candy—many winning
companies are proving that these technologies can drive changes that will
help improve business performance.

The
Bottom
Line

Business challenges demand dashboards
and scorecards
Managing a business in today’s dynamic and competitive market calls for more awareness, foresight, and responsiveness than ever before. Tight margins, global competition, and compliance mandates force companies to pay closer attention to key
indicators of ﬁnancial performance. Increasingly, successful companies are investing in
tools to improve their tracking of the key indicators of operational performance. These
companies eﬀectively use information to improve business performance.
Dashboards and scorecards are rapidly gaining popularity as companies invest in
tools to increase the visibility, timeliness, and accuracy of Key Performance Indicators
(KPIs). According to our recent survey of more than 400 IT organizations using
Enterprise Performance Management (EPM) products, large companies led the recent
wave, with 26% implementing dashboards and scorecards over the last year and 13%
currently implementing. That wave is now moving toward midsize companies, with
15% currently implementing and 34% evaluating them.
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Figure 1: Dashboards/scorecards deployment maturity by company size
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In addition to the survey, we conducted interviews with leading vendors and end-user
companies. We learned that whether the scorecard or dashboard is implemented as
a simple, graphical way to display KPIs or as a pillar of a comprehensive performance
management strategy, these tools can mean a quick win for any company. Dashboards
and scorecards are not just nice to have—when used effectively, they impact the bottom line.
This Report details the following:
• How to define enterprise requirements for dashboards and scorecards and select
a vendor
• Recommendations based on best practices for implementing dashboards
and scorecards
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Business benefit: Accelerate business process
improvements for measurable bottom-line impact
Dashboards and scorecards oﬀer fast time to value and a low entry price
Budgets for dashboards and scorecards vary signiﬁcantly depending upon the number
of users, the number and complexity of data sources, and the requirement for realtime data. Typically, investments in dashboards and scorecards start small (under
$100K), with most companies later spending more to deploy to additional users to
support additional business processes. Companies responding in the EPM spending
survey allocated approximately 20% of their analytics budget to dashboards and scorecards, slightly less than they planned to spend on Business Intelligence (BI) in 2004
(see the AMR Research Report “EPM Spending, 2004-2005: Enterprise Performance
Management Grows Up,” December 2004).

The business value of timely information: improved proﬁtability
Quantifying the business value of information can be diﬃcult. What’s it worth to
know quickly if a new product will succeed or if the cost of sales is highest in the
worst-performing territory? It’s a tough question, but customers we spoke to were convinced that their dashboard and scorecard deployment contributed bottom-line beneﬁt. The most remarkable beneﬁts reported were from better management and a more
timely response to changes in KPIs. There are numerous examples of success stories
from our research. Here are three:
• Effectively managing supply and demand—A pharmaceutical firm referred to
us by Vanguard Solutions is currently experiencing rapid growth through patent
acquisition and new product introduction. A dashboard built with Vanguard’s technology enables the company to quickly analyze market acceptance for new products
with KPIs that present sales results by territory, with competitor data available on
the Internet. A dashboard that presents market demand alongside inventory enables
it to effectively balance supply with demand and reduce backlog. This user stated,
“We have our ROI,” describing value drivers as increased operational efficiency, getting data to users in a more timely way, and significant advance notice for reducing
backorder. He concluded, “This is the business value of information.”
• Improved manufacturing performance—A leading manufacturer of home and
garden products garnered a rapid Return on Investment (ROI) by eliminating bottlenecks in the production line. The company deployed dashboards and scorecards
for its operational managers using CorVu technology. In one case, the scorecard
promptly escalated a problem affecting quality and yield on one of the production
lines. The operator took action and, within 30 minutes, a refresh showed the issue
was resolved. In the past, the problem would have gone undetected for 24 hours.
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• Accelerated time to market—A consumer products company uses i2’s performance
management application with Business Objects dashboards to communicate
transportation-related KPIs to managers. With the information highlighted by the
dashboards, management was able to make informed decisions about when to use
people to unload inventory and when to automate the process. At the end of the
day, the company gets its new products to the stores quicker than before, accelerating time to market and gaining a competitive edge.

Early success with dashboards and scorecards enlightens the enterprise
and stimulates demand across business lines

Users

Nothing makes the case for proven success more clearly than increased investment
and new application demand. Our research shows that it is common for early users
to sing the praises of these applications throughout the business. The most common
consequence is that once
other business users see
Figure 2: Dashboards and scorecards user deployment
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This company’s initial foray
into performance management was to deploy dashboards to line managers. The dashboards put existing information together in new ways and shed light on significant
opportunities for operational improvements. The success of this initial deployment led
to new initiatives from senior management and financial officers.

Their greatest challenge? Although they are working to standardize reports and metrics to roll out more dashboards quickly, user demand is outpacing delivery.
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Requirements for best fit: strategy, culture,
and technology
There is a wide range of applications for dashboards and scorecards, the potential user
base is diverse, and the data access requirements are often complex. The ﬁeld of vendors to consider comprises the following groups:
• Business Intelligence (BI) tools—These tools are designed to enable end users
the highest level of interactivity with information. They do not provide business
content, and are best suited for companies that want to build their own dashboards
and scorecards based on their own set of KPIs and reports, and have the appropriate
resources to do so.
• Analytics applications—These applications provide a good degree of standard business content, and generally provide a sufficient toolset to customize dashboards and
scorecards and aggregate data from multiple sources.
• Enterprise applications—Dashboards and scorecards from Enterprise Resource
Planning (ERP) and other enterprise application vendors tend to provide the highest
degree of business context and the closest integration to their transactional systems.
However, the ease of implementation and the off-the-shelf business content can be
offset by limited customization and external data integration capabilities.
• Infrastructure—Enterprise Application Integration (EAI), Business Activity
Monitoring (BAM), and portal vendors deliver a platform for deploying dashboards
and scorecards that leverage their real-time data and/or support complex integration
requirements. They generally provide limited business content and support for interactive analysis and drill-down.
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Figure 3: Representative dashboards and scorecards vendor list by category
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Enterprise requirements for dashboards or scorecards need to consider
corporate culture and goals
As with most projects, consulting with business users prior to the software evaluation is
invaluable. Dashboards and scorecards are generally deployed to broad audiences, therefore some cultural considerations can be as important as the features and functions:
Performance measurement maturity
• Operating-level performance management—Performance management projects
are targeted to the Line-of-Business (LOB) level, and organized to improve access
to business data, reduce reporting cycle time, and increase visibility into a specific
department’s performance. Companies at this level are reactive, and projects are tactical solutions to a pressing management issue. Best fit: BI tools.
• Integrated EPM—Have groups within your company developed standard KPIs
that are regularly used to measure performance? Does the corporate vision mandate
linking the performance measurement to strategic goals? Is there a commitment
from senior management to embrace Balanced Scorecard or Six Sigma methodologies throughout the enterprise? Best fit: Scorecard (not dashboard) tools from BI
vendors, and some analytics application vendors will support the more sophisticated
requirements to store hierarchies, assign cause and effect, and manage relationships
between the elements.
Note: A deﬁnition of AMR Research’s framework for assessing the performance management maturity model is available in the AMR Research Report “A Maturity Model
for Enterprise Performance Management,” April 2004.
Business process stability
• Standard business processes and KPIs—If the business processes and practices of
your company and/or industry are mature and well understood, it makes sense to
purchase a tool with predefined KPIs. Best fit: For preconfigured KPIs and reports,
enterprise and analytics application vendors.
• Dynamic or unique business processes—If the business processes are highly distinct from other companies in your industry or constantly evolving, building a tool
may make the most sense. Best fit: Infrastructure and BI vendors provide the toolset and the flexibility to accommodate unique business practices and proprietary and
frequently changing KPIs.
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Roles and decision culture
• Centralized decision making—In a highly centralized organization and where
roles are well defined, static dashboards and scorecards are acceptable and do provide
value through consistency. Best fit: Enterprise application vendors are suitable for
stable business hierarchies and roles.
• Distributed decision making—In matrix organizations or other cases where decision making is frequently ad hoc, there needs to be a great deal of flexibility for the
end user to design, modify, and update scorecards and dashboards. Best fit: BI tools
are designed to empower end users to navigate, explore, and create their own content.

Key technical considerations for dashboards and scorecards
These critical decision factors can steer you toward one category of vendors:
• Latency—Does the application require data to be captured in flight, within minutes, hours, or days to be actionable? For example, operational scorecards may need
to be updated hourly to be actionable. One Vitria customer deployed dashboards to
alert order fulfillment personnel to “fill or kill” orders; i.e., If they can’t fill an order
that day, then the company loses the order. In that case, a dashboard updated daily
would be of no use. Best fit: If real time is the most important consideration, infrastructure, EAI, and BAM vendors are typically the best fit, often in partnership with
a BI platform vendor.
• Enterprise architecture—Are you seeking IT salvation through a single vendor?
We spoke to several IT directors whose corporate directive was to purchase all
technology from their ERP vendor whenever possible. Their belief was that this
would reduce the number of functionally duplicate licenses, simplify the IT burden
through superior integration, and leverage existing skills like ABAP and Java. Best
fit: Look to your existing base of strategic vendors—probably your ERP vendor.
• Number and complexity of data sources—Dashboards and scorecards don’t
necessarily require a data warehouse, but many of the successful cases leverage an
existing data warehouse or use specialized technologies like EAI or Extraction,
Transformation, and Loading (ETL) to access and aggregate data sources. Several
companies we spoke to built successful performance management applications
from the ground up. Because they needed to calculate metrics from a broad
range of sources, including legacy applications, ERP, and Customer Relationship
Management (CRM), they invested in ETL tools as well as best-of-breed BI tools
and technologies. Best fit: In a complex, heterogeneous environment, especially
when you must define unique KPIs, best-of-breed BI vendors are the best bet.
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• Beyond the enterprise—Do you need to deploy dashboards and scorecards to
external partners? 12% of the customers we surveyed are providing dashboards and
scorecards to customers, partners, and suppliers beyond the firewall, and we predict
this will increase over time. For example, one leading multichannel retailer deployed
custom-built scorecards based on Microsoft SQL Server BI technology to over
10,000 store-/Web-front managers. Best fit: Thin client tools from BI tool vendors
or infrastructure providers like Oracle and Microsoft.
Table 1: Vendor category best ﬁt*
Business Content
Enterprise
Applications
Vendors

Analytic
Applications
Vendors

Business
Intelligence
Tools Vendors

Infrastructure
Vendors

Operating-level performance management

√√√

√√√

√√√√

√√

Integrated EPM

√√√

√√√√

√√√√

√

√√√√

√√√√

√√√

√√

√√√

√√√

√√√√

√√√√

Centralized decision
making

√√√√

√√√

√√

√

Distributed decision
making

√√

√√√

√√√√

√√√

√√√

√√√

√√√

√√√√

Enterprise architecture

√√√√

√√√

√√√

√√

Number and complexity
of data sources

√√

√√√

√√√√

√√√√

Beyond the enterprise

√√

√√

√√√√

√√√√

Criteria
Performance
Measurement
Maturity

Business
Process
Stability

Roles and
Decision
Culture

Standard business
processes and KPIs
Dynamic or unique business processes

Latency

Technical
Considerations

√
Least Fit

Technology

√√√√

Source: AMR Research, 2005

Best Fit

*Please note that speciﬁc vendors can belong to more than one category. Also see Figure 3.
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Top-ranked usability features and functions
From the application developers’ point of view, there was no contest. Companies we
spoke to were unanimous on one point: Plan for change. Today business is dynamic,
and the dashboards and scorecards will evolve over time. From the IT point of view,
the best tools and technologies are those that are easy to change.
For instance, an Oracle customer we spoke with built and deployed scorecards for its
senior management team in a matter of weeks. After one day of training, this company’s executive support staﬀ could reasonably modify the dashboards and scorecards as
needed, leading to a successful project with a low cost of ownership.
Still, the best measure of success for dashboards and scorecards is end-user adoption
and demand. The features most often described as must-haves for the business users,
in order of frequency, include the following:
• Ease of navigation, finding their way
• Speedometers and other graphical gadgets to make what’s important obvious
• Enable users to drill down or through to investigate the issues
• Highly personalized content and display
• Proactive alerting and color coding to support managing by exception
• Links to existing reports, spreadsheets, documents
• Highly graphical display to multidimensional/multimetric display
• Collaborative capabilities like annotation

10
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Recommendations for deploying dashboards
and scorecards
There is a broad spectrum of potential applications, audiences, tools, and technologies
available for deploying dashboards and scorecards, and certainly more than one path
to success. However, several best practices have emerged across application and user
groups:
• Engage business users early and often. Successful companies engaged end users,
systems analysts, and process improvement teams in the software selection, design,
and maintenance and enhancement processes for dashboards and scorecards.
• Plan for frequent iterations and new use cases. The more functional and valuable
the application, the more dynamic the user requirements will be. Select technologies
that are flexible and extensible.
• Develop enterprise standards. While flexibility is essential at the presentation
layer, standards are best at the foundation. Develop standardized metrics that can
be used across LOBs and source metrics from a consistent platform to build trust in
the tool through the consistency and integrity of results.
• Select vendors that support industry standards. Dashboards and scorecards will
provide higher value when delivered in the context of strategic business processes,
applications, and/or information. Select vendors that are committed to the industry
standards to enable dashboards and scorecards to be embedded and to interoperate
in your environment. These might include J2EE or .NET for Web development,
Extensible Market Language (XML) and Simple Object Access Protocol (SOAP) for
Web Services and data exchange, and Web Services for Remote Portlets (WSRP)
and JSR168 for portal integration and others.
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Closing Comments
Scorecards and dashboards enable, and indeed inspire, companies to ﬁnd innovative
ways to present and combine information from a broad range of sources. Early successes demonstrate that the business value of information remains largely untapped,
and that even relatively small investments can make a signiﬁcant impact on business
performance.
These early adopters have revealed the tip of the iceberg. Dashboards and scorecards
will continue to proliferate through the enterprise, and this opportunity will be one of
several forces accelerating the convergence of tools, applications, and infrastructure.
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Actuate

www.actuate.com

arcplan

www.arcplan.com

Ariba

www.ariba.com

BEA

www.bea.com

Business Objects

www.businessobjects.com

Cognos

www.cognos.com

CorVu

www.corvu.com

Geac

www.geac.com

Hyperion

www.hyperion.com

i2

www.i2.com

Informatica

www.informatica.com

Information Builders

www.informationbuilders.com

Manugistics

www.manugistics.com

Microsoft

www.microsoft.com

MicroStrategy

www.microstrategy.com

Novell

www.novell.com

Oracle

www.oracle.com

PeopleSoft

www.peoplesoft.com

performancesoft

www.performancesoft.com

ProClarity

www.proclarity.com

Quantive

www.quantive.com

SAP

www.sap.com

SAS

www.sas.com

SeeBeyond

www.seebeyond.com

SeeCommerce

www.seecommerce.com

Siebel

www.siebel.com

Silvon

www.silvon.com

TIBCO

www.tibco.com

Vanguard

www.vanguardsolutions.com

Vitria

www.vitria.com

webMethods

www.webmethods.com

Company List

Acronyms and Abbreviations
BAM

Business Activity Monitoring

BI

Business Intelligence

CRM

Customer Relationship Management

EAI

Enterprise Application Integration

EPM

Enterprise Performance Management

ERP

Enterprise Resource Planning

ETL

Extraction, Transformation, and Loading

KPI

Key Performance Indicator

LOB

Line of Business

ROI

Return on Investment

SOAP

Simple Object Access Protocol

questions to:

WSRP

Web Services for Remote Portlets

AMR Research, Inc.

XML

Extensible Markup Language
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