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What are we not going to do today?

● Discuss North Star Metrics (see Nick Black)

● Review Popular Industry Metrics (see SaaSCan)

● Review Specific Platforms (see Exhibitors)
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https://nickblack.us/
https://saascan.ca/the-saas-metrics-that-matter-most-for-startups-in-2024-pre-release/
https://saasnorth.com/exhibitor-list/


You can’t steer a business just by following a North 
Star. You need a compass and a map.
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What are we going to do today?

● Learn some stuff about operationalizing data

● Consider where our teams need to level up

● Dispel some myths about data & analytics

● See some examples we can rip off be inspired by
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Don’t mistake scale for maturity
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Level 1

Manual 
Metrics

Level 2

Complex 
Reporting

Level 3

Integrated
Analytics

Level 4

Predictive 
Analytics

“Rear View” passive 
reporting using reports 
within products and 
spreadsheets

Complex reporting with 
built-in visuals, 
dashboards, 
Customized KPIs and 
self-service data tool. 

Real time information 
aggregated from 
multiple data sources 
and systems. Strong 
data skills across team.

Business modelling, 
data management, 
pattern analysis and 
decision support. 
Information is trusted 
across the company.
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Data Maturity Model



● Shared FP&A Model

● External Data Sources

● Data QA & Testing

Level 1

Manual 
Metrics

Level 2
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Reporting

Level 3
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● Spreadsheets

● CRM

● Billing Platform

● Google Analytics

● Product Analytics

● Attribution Monitoring

● Dashboarding

● Anomaly Alerts

● Data Warehouse

● ETL (Data Connectors)

● Self-Service BI

● Automated Reports

● Founders & generalists

● App “Power Users”

● “Pivot Table” skills

● Eng/Mktg/PM

● Board/Investors

● Sys-Admin / Rev-Ops

● “System thinking” skills

● Business Analyst

● SQL skills

● Communications & 
Leadership skills

● Data Engineering

● Department-specific 
Business Analysts

● Financial Literacy

● Monthly Reports

● Modelling

● Pitch Decks

● Investor Reporting

● North Star Metrics

● OKRs

● Business Review (QBR)

● Budgeting

● Weekly Scorecards

● Dept & Team Metrics

● GRC/Audit/Data Maint

● Budget vs. Actuals

● Reforecasting

● In-House Training

● Predictive Recruiting

● Data partnerships
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Data Maturity Model



Ignore cohorts
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Let’s imagine you have this dashboard
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Let’s imagine you have this dashboard

Answers that just cause 
confusion:

“Users haven’t flowed 
through the full funnel yet”

“We had a stale lead blitz 
so re-worked extra SQLs 
than usual - they showed 
up in previous reports”

14



Keep your metrics simple

Metric Value

Leads 10,000

MQLs 2,000

Leads to MQLs 20%

SQLs 500

MQLs to SQLs 25%

These metrics always work for each of:

1. Calendars (weekly, monthly, etc)

2. Comparisons (vs. previous period)

3. Rolling time (Last 30 days, etc)
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OKRs stifle data-driven growth
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Let’s imagine you have this OKR
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Let’s imagine you have this OKR
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Instead, define goals from your model

Why this works:

1. Ensures alignment at 
all levels

2. Measurable in a 
standardized way

3. Prevents distractions 
of pet projects
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Example Goal: “Increase Daily Rep Activity 
from 20 to 60 by end of March”



You need to track fewer metrics
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Everyone focuses on this…but what does it mean?
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Instead, roll out scorecards. Start top-down

Learn More: Traction: Get a Grip on Your Business by Gino Wickman

Why this works:

1. Brings instant focus

2. Simple to update

3. Your model likely 
already has the most 
important metrics

4. If it doesn’t, it should

https://www.amazon.ca/Traction-Get-Grip-Your-Business/dp/1936661837


It’s better to start cheap
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24Learn More: 2023 MAD (Machine Learning, Artificial Intelligence & Data) Landscape

https://mattturck.com/mad2023/
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There’s more we don’t know, than what we do

What apps will we be using?

Where will we advertise next?

Should we sell through a channel?

What data will our investors ask for?

How much will we raise?
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Focus on learning before maturing
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Some simple guidelines to get started

1. Pick your business software

2. Pick your Storage tool based on costs

3. Pick your ETL tool based on pre-
existing connectors and transaction 
cost. Avoid customization & 
transforms

4. Pick a BI tool that lets you experiment 
with your current team



Delegate KPIs, not analysis
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We all write job descriptions that look like this

“...data driven analyses and 
insights…”

“...analyzing campaign 
performance…”

“...implementing our marketing 
data and analytics strategy…”

“..maintaining reports and 
dashboards…”
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Imagine a job posting that looked like this:

Associate Marketing Manager

Your mission: Produce social campaigns that 
increase monthly MQLs by 100% over the next 
year, while keeping our Cost-per-MQL within 
25% of current performance.



KPIs communicate strategy
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Leaders want to communicate strategy….
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But canvases and playbooks give us examples like this



2023 CHESS MOVES

➔ Initiative #1 (Owner)

➔ Initiative #2 (Owner)

➔ Initiative #3 (Owner)

➔ Initiative #4 (Owner)
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PRODUCT

Brief description of your 
product, ideally in the form of 
a positioning statement the 
highlights your key 
differentiators or value drivers.

2023-2025 CHESS MOVES

➔ Initiative #1 (Owner)

➔ Initiative #2 (Owner)

➔ Initiative #3 (Owner)

➔ Initiative #4 (Owner)

FOREVER 3 YEAR 1 YEAR QUARTERLY

2025 TARGETS

KPI #1 #

KPI #2 #

KPI #3 #

KPI #4 #

KPI #5 #

2023 TARGETS

KPI #1 #

KPI #2 #

KPI #3 #

KPI #4 #

KPI #5 #

Q4 2023 TARGETS

KPI #1 #

KPI #2 #

KPI #3 #

KPI #4 #

KPI #5 #

Q4 2023 CHESS MOVES

➔ Initiative #1 (Owner)

➔ Initiative #2 (Owner)

➔ Initiative #3 (Owner)

➔ Initiative #4 (Owner)

CORE VALUES

Value 1

Value 2

Value 3

Value 4

BHAG

Lorem ipsum $XY dolor sit 
amet, consectetur adipiscing 
elit.

VISION

Lorem ipsum dolor sit amet, 
consectetur adipiscing elit.

MISSION

Lorem ipsum dolor sit amet, 
consectetur adipiscing elit. 
Sed interdum sapien ut lectus 
rutrum lacinia. 

IDEAL CUSTOMER

Key characteristics that 
identify your ideal customers, 
Typically including things like 
Budget/Revenue/ Size, 
Industry, Geography, Market 
or Compliance, and Product or 
Service Limitations

Learn More: Inspired by Sloan Gaon of Updata Partners

https://www.linkedin.com/in/sloangaon/
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What did we cover?

7 counter-intuitive rules for data-driven businesses

1. Don’t mistake scale for maturity
2. Ignore cohorts
3. OKRs stifle data-driven growth
4. You need to track fewer metrics
5. It’s better to start cheap
6. Delegate KPIs, not analysis
7. KPIs communicate strategy
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Data is hard. Be kind to yourself
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“Be good to yourself when, nobody else will” - Journey
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Reach out if I can ever be helpful
joseph@uvaro.com | 519-616-1377

https://linkedin.com/in/josephfung
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