Appendix C: Visual Management Dashboard — Template
A dashboard is a steering wheel, not a trophy case. It helps supervisors and crews make real-time decisions, not admire yesterday’s numbers. Keep it short, visible, and actionable. If it doesn’t change behavior, it doesn’t belong.
1. Placement
Post the dashboard where people stand: near time clocks, dock doors, or break-area boards where eyes already go.
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
2. Key Metrics (4–6 Total)
List 4–6 metrics that answer hourly questions and guide daily decisions.
Examples:
• Dock-to-stock
• Replenishment timeliness
• Lines per labor hour (LPH)
• First-pass accuracy at pack
• On-time departure
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
3. Counterweights
Pair each metric with its counterweight to maintain balance and prevent gaming.
Examples:
• LPH ↔ First-pass accuracy
• Dock-to-stock ↔ Receiving accuracy
• On-time departure ↔ Reattempts or short ships
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
4. Triggers and Actions
For each metric, define clear triggers (Green/Yellow/Red) and what to do when performance drops.
Example:
• Metric: On-Time Departure | Target: 98% | Actual: 96% | Status: Yellow | Action: Hold lane 4 for re-check
___________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
_________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
5. Digital Mirror
Mirror your physical dashboard digitally (Teams, Google Sheets, or internal display) for visibility across shifts or remote managers.
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
6. Update Cadence
Update by 8 a.m. and again by 1 p.m. during peak. Hold a five-minute huddle: review yesterday’s results, today’s focus, and ownership of any fixes.
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
7. Rotate Metric Owners
Rotate metric owners weekly to build data literacy and accountability among team members.
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
8. Refresh Metrics Quarterly
Each quarter, ask: 'Which gauge changed a decision this month?'—if none, replace it with something actionable.
__________________________________________________________________________________________
__________________________________________________________________________________________
__________________________________________________________________________________________
Sample Dashboard Layout
Use this layout to display real-time metrics with color-coded statuses and clear actions.
	Metric
	Target
	Actual
	Status (G/Y/R)
	Action When Off-Target

	Dock-to-Stock
	4 hr
	3.8 hr
	Green
	

	Replen Timeliness
	95%
	92%
	Yellow
	Pause release, pull 1 to faces

	LPH
	150
	145
	Yellow
	Check slotting

	First-Pass Accuracy
	99.5%
	99.7%
	Green
	

	On-Time Departure
	98%
	97%
	Yellow
	Hold lane 4 for re-check


How to Measure Success
• Gauges updated daily and discussed in every huddle.
• Metric owners can explain results in plain English.
• Issues corrected within one shift.
• Visible correlation between trigger actions and service results.
What It Looks Like When It Works
At 9 a.m., replenishment timeliness hits 92% (below the 95% target). The supervisor pauses release for ten minutes, reassigns one picker to the front, and the 11 a.m. wave starts clean. No meeting, no speech, just the right move at the right time.
Pitfalls to Avoid
• Too many gauges create noise, not clarity.
• Lagging metrics that report old news.
• Dashboards built for presentation decks instead of the floor.
Field Tip
If a metric doesn’t change a decision in an hour, it doesn’t belong on the board.
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