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Foreword

In every industry, from manufacturing and retail to e-commerce and logistics, one truth
remains constant: you cannot improve what you do not measure. Yet despite this
universal principle, many organizations still struggle to understand their own
performance. They track numbers, but they don’t interpret them. They build dashboards,
but they don’t act on them. They collect data, but they don’t convert it into decisions.

This eBook was created to change that.

In today’s fast-moving supply chain environment, logistics is no longer a back-office
function. It is a strategic differentiator a source of competitive advantage, customer
loyalty, and operational resilience. The companies that win are those that understand
their performance deeply, respond quickly to change, and continuously improve. And the
foundation of that capability is a strong, disciplined approach to Key Performance
Indicators (KPlIs).

This book is designed for leaders, managers, analysts, and practitioners who want to
elevate their logistics performance. Whether you oversee a warehouse, manage a
transport network, plan inventory, or lead customer service operations, the principles in
this guide will help you build a more intelligent, data-driven organization.

Inside, you will find:
o Clear explanations of the most important logistics KPIs
e Practical frameworks for interpreting trends and diagnosing issues
o Templates for dashboards, action plans, and benchmarking
e Guidance on setting meaningful targets
e Tools for turning insights into real operational improvements
e Aroadmap for building a culture where data drives decisions

What makes this eBook different is its focus on action. KPIs are not just numbers on a
dashboard they are signals. Signals that something is working well, or that something
needs attention. Signals that help you prioritize, focus, and improve. When used correctly,
KPIs become a powerful engine for operational excellence.

As you read through these chapters, you will notice a consistent theme: logistics
performance is not about perfection, itis about progress. Itis about building systems that
learn, teams that collaborate, and processes that evolve. It is about creating an



&

environment where measurement leads to insight, insight leads to action, and action
leads to continuous improvement.

If you are ready to transform your logistics operation, not just by tracking KPlIs, but by using
them to drive meaningful change, then this book is your guide. The tools, templates, and
frameworks you will find here are practical, proven, and ready to use.

The journey to operational excellence begins with a single step: understanding your
performance. This eBook will help you take that step and every step that follows.

Daniel Kohl

Director of the Cluster for logistics Asbl, Luxembourg



Disclaimer

This eBook is provided for informational and educational purposes only. The concepts,
frameworks, templates, and examples contained within are designed to support general
understanding of logistics performance management and Key Performance Indicators
(KPIs). They are not intended to serve as legal, financial, operational, or professional
advice.

While every effort has been made to ensure the accuracy and reliability of the information
presented, the author(s) make no representations or warranties, express or implied,
regarding the completeness, accuracy, applicability, or suitability of the content for any
specific organization, industry, or operational environment. Logistics operations vary
widely, and readers should always evaluate the relevance of the material in the context of
their own business needs, systems, and regulatory requirements.

The strategies, recommendations, and examples provided are illustrative in nature. They
may not account for unique operational constraints, market conditions, technological
limitations, or organizational structures. Readers are encouraged to consult qualified
professionals or internal subject-matter experts before implementing any changes to
processes, systems, or performance measurement frameworks.

The author(s) and publisher disclaim any liability for any direct, indirect, incidental, or
consequential loss or damage arising from the use of, reliance on, or interpretation of the
information contained in this eBook. Use of the tools, templates, and guidance provided
is at the reader’s own discretion and risk.

All trademarks, product names, company names, and logos mentioned in this eBook are
the property of their respective owners and are used for identification purposes only.

By reading this eBook, you acknowledge and agree to the terms of this Disclaimer.
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Introduction —

Why Logistics KPIs Matter

&

Logistics is the backbone of modern business. Products must be stored, moved, and

delivered with precision. Yet many companies struggle to understand their own

performance. They track numbers, but they don’t use them.

This eBook solves that problem.

You will learn:

What to measure

Why it matters

How to interpret trends
How to build dashboards
How to set targets

How to turn KPIs into real operational improvements

By the end, you’ll be able to transform raw data into strategic decisions.
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Chapter 1 —

Understanding Logistics KPIs

1.1 What Are Logistics KPIs?

Logistics KPIs (Key Performance Indicators) are quantifiable metrics that measure how
effectively a company manages its supply chain operations. They help answer questions
like:

o Are we efficient?
e Arewe reliable?
o Are we cost-effective?
e Are we improving?
KPls turn complex operations into measurable insights.
1.2 Why Most KPI Programs Fail
Many companies track KPls, but few use them effectively. Common failures include:
e Too many KPIs — overwhelming and unfocused.
¢ No ownership — nobody responsible for results.
¢ Poor data quality — inaccurate or inconsistent data.
¢ KPIs not linked to strategy — measuring the wrong things.
¢ KPIs tracked but not analysed — reporting without action.
A successful KPIl program requires clarity, discipline, and alignhment.
1.3 The Four Pillars of Logistics KPlIs
1. Warehouse KPls — productivity, accuracy, speed
2. Transport KPls — cost, reliability, utilization
3. Inventory KPls — availability, efficiency, accuracy
4. Customer Service KPls — satisfaction, responsiveness, quality

These pillars form the foundation of logistics performance.
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Chapter 1 —

Understanding Logistics KPIs

Why they matter, how they work, and what separates good KPI programs from bad ones
1.1 What Are Logistics KPIs?

Logistics KPIs (Key Performance Indicators) are measurable values that show how
effectively a company is performing across its supply chain. They translate complex
operations into clear, actionable insights.

Think of KPls as the “vital signs” of logistics:
¢ Warehouse KPIs show how efficiently goods are stored and processed.
o Transport KPIs reveal how reliably and cost-effectively goods move.
e Inventory KPIs show how well stock is managed.
e Customer service KPlIs reflect the end-to-end experience.

AKPlis not justa number —itis a signal.
A signal that something is working well... or that something needs attention.

Characteristics of a Good KPI
A strong KPI has five qualities:
1. Relevant — directly tied to business goals
2. Measurable — based on reliable, consistent data
3. Actionable — leads to decisions orimprovements
4. Comparable — can be benchmarked over time or across teams
5. Understandable — clear to everyone who uses it
If a metric doesn’tinfluence decisions, it’s not a KPI; it’s just noise.
1.2 Why Logistics KPIs Matter

Logistics is a high-cost, high-complexity function. Without KPls, companies operate
blindly.

KPIs help organizations:
o Identify inefficiencies before they become costly

e Improve customer satisfaction through better service



e Control costs by understanding cost drivers

¢ Increase productivity through data-driven decisions
¢ Align teams around shared performance goals

¢ Predictissues instead of reacting to them

In short:
KPIs turn logistics from reactive firefighting into proactive management.

1.3 Why Most KPI Programs Fail

Despite theirimportance, many companies struggle to use KPIs effectively. The problem
is rarely the KPl itself; it’s the way KPIs are selected, tracked, and interpreted.

Here are the most common reasons KPI programs fail:
1. Too Many KPIs (Data Overload)
Some companies track 50-100 KPls. The result?
« Nofocus
¢ No clarity
+ No action
A good logistics operation typically needs 10-15 core KPls.
2. KPIs Without Ownership
A KPI without an owner is a KPl without improvement.
Every KPI should have:
¢ Avresponsible person
e Aclear definition
o Atarget
e Avreview frequency
3. Poor Data Quality
Bad data leads to bad decisions.
Common issues include:
e Inconsistent definitions

¢ Manual data entry errors

10



e Missing timestamps
e System mismatches (ERP vs WMS vs TMS)
A KPlis only as good as the data behind it.
4. KPIs Not Linked to Strategy
Many companies measure what is easy, not what is important.
For example:
e Measuring “picks per hour” when the real goal is “order accuracy”
e Tracking “inventory value” instead of “inventory turnover”
e Focusing on “transport cost” without considering “on-time delivery”
KPIs must reflect business priorities.
5. Reporting Without Analysis
This is the most common failure.

Companies produce dashboards, charts, and reports...
but nobody asks:

e Why s this happening?

e What changed?

¢ What should we do next?
A KPlis only useful when it leads to action.
1.4 The Four Pillars of Logistics KPlIs

Logistics performance can be grouped into four major categories. These pillars help
structure your KPI program and ensure you measure the right things.

Pillar 1: Warehouse Performance
Focus: Productivity, accuracy, speed
Examples:

e Picking accuracy

e Lines picked per hour

e Dock-to-stock time

e Ordercycle time

11
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Warehouse KPls reveal how efficiently goods flow through your facility.
Pillar 2: Transport Performance
Focus: Cost, reliability, utilization
Examples:
e On-time delivery
e Costpershipment
e Truck utilization
¢ Damage rate
Transport KPIs show how well you move goods from A to B.
Pillar 3: Inventory Performance
Focus: Availability, efficiency, accuracy
Examples:
e Inventory turnover
e Days of inventory on hand
e Stockaccuracy
o Fillrate
Inventory KPlIs reveal how well you balance cost and service.
Pillar 4: Customer Service Performance
Focus: Experience, responsiveness, reliability
Examples:
o Perfect order rate
e Ordercycle time
¢ Complaintrate
o Returnrate
Customer service KPIs show how well logistics supports the customer experience.
1.5 How to Build a Strong KPI Foundation
Before selecting KPls, companies should follow a structured approach:

Step 1: Define Your Logistics Strategy
12



Are you optimizing for:

e Cost?
e Speed?
¢ Reliability?

e Customer experience?

e Flexibility?
Your KPIs must reflect your priorities.
Step 2: Identify Critical Processes
Map your logistics processes:

e Receiving

e Put-away

e Picking
e Packing
e Shipping

e Transport
¢ Inventory control
e Customer service
Each process should have 1-3 KPlIs.
Step 3: Standardize KPI Definitions
For example:
¢ What counts as “on-time”?
¢ How do you calculate “inventory turnover”?

e Whatisincluded in “transport cost”?

Standardization prevents confusion and ensures comparability.

Step 4: Establish Data Sources
Identify where each KPI comes from:
« WMS

e TMS

13



e ERP

e Customer service system

¢ Manual logs
Ensure data is accurate, timely, and consistent.
Step 5: Assign Ownership
Every KPI needs:

e Avresponsible person

e Areview frequency

e Atarget

e A corrective action plan
Ownership drives accountability.
1.6 The Difference Between Metrics and KPlIs
Not all metrics are KPlIs.
Metrics
General measurements that provide information.
KPIs
Strategic metrics that directly influence performance and decision-making.
Example:

o  “Number of pallets stored” » metric

o “Warehouse capacity utilization” » KPI
KPls are the metrics that matter most.
1.7 The KPI Maturity Model
Companies typically fall into one of four maturity levels:
Level 1: Basic (Reporting)

e KPIs tracked manually

o Datainconsistent

¢ No analysis

¢ No targets



Level 2: Developing (Monitoring)
e Dashboards in place
e Some analysis
e Targets exist but not enforced
Level 3: Advanced (Managing)
o KPIs drive decisions
e Clear accountability
e Regular reviews
¢ Root cause analysis
Level 4: Leading (Optimizing)
e Predictive analytics
¢ Automated reporting
e Continuous improvement culture
o KPIs linked to incentives
The goal is to move from reporting to managing to optimizing.
1.8 Why This Chapter Matters

Understanding KPls is the foundation of everything that follows in this eBook. Before you
can measure warehouse performance, transport efficiency, or customer service quality,
you must understand:

e WhatKPlIs are

e Why they matter

e How to choose them

e How to avoid common pitfalls

e How to build a strong KPI framework

This chapter sets the stage for the deep dive into each logistics area.

15
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Chapter 2 —
Warehouse KPlIs

Warehousing is labour-intensive and process-driven. Small inefficiencies multiply
quickly. KPIs help identify bottlenecks and improvement opportunities.

2.1 Essential Warehouse KPIs
Order Picking Accuracy

Measures the percentage of orders picked correctly.
High accuracy reduces returns, complaints, and rework.

Lines Picked per Hour / Productivity

Shows labor efficiency.
Useful for workforce planning and incentive programs.

Dock-to-Stock Time

Time from receiving goods to making them available in the system.
Shorter times improve inventory availability.

Order Cycle Time
Measures how quickly orders are processed and shipped.
Warehouse Capacity Utilization

Indicates how efficiently space is used.
Helps with layout planning and storage optimization.

2.2 What These KPIs Reveal
¢ Inefficient picking routes
e Poor slotting strategies
e Training gaps
¢ Equipment shortages
o Seasonal workload issues
2.3 Common Mistakes
¢ Measuring productivity without accuracy

e Ignoring SKU velocity differences

16



Not separating inbound vs outbound KPIs

Using averages instead of real-time data

Chapter 2 —

Warehouse KPlIs

How to measure, analyse, and improve warehouse performance

Warehousing is one of the most critical components of the logistics chain. Itis also one
of the most complex: dozens of processes, hundreds of SKUs, thousands of
movements, and constant pressure to deliver faster, cheaper, and more accurately.

Warehouse KPIs help leaders understand how well their operations are performing,
where bottlenecks exist, and what improvements will deliver the greatest impact. This

chapter explores the most important KPIs, how to interpret them, and how to avoid

common pitfalls.

2.1 The Role of Warehouse KPIs

A warehouse is a system of interconnected processes:

Receiving
Put-away
Storage
Picking
Packing
Shipping
Returns

Inventory control

Each process has its own performance drivers. Warehouse KPIs help you:

Measure productivity
Identify inefficiencies
Improve accuracy
Reduce costs

Increase throughput

17
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A well-designed KPI program turns the warehouse from a cost center into a competitive
advantage.

e Enhance customer satisfaction

2.2 Essential Warehouse KPIs

Below are the core KPIs every warehouse should track. These are the “vital signs” of
warehouse performance.

1. Order Picking Accuracy

Definition:
Percentage of orders picked correctly without errors.

Why it matters:
Picking errors lead to returns, rework, customer complaints, and lost trust. It is one of
the mostimportant KPIs in warehousing.

Formula:
Correct picks + Total picks x 100

What it reveals:
e Training gaps
e Poor slotting
¢ Inadequate scanning discipline
e Process complexity
How to improve:
¢ Implement barcode scanning
e Use pick-to-light or voice picking
¢ Improve slotting (fast movers at optimal height)
e Simplify pick paths
2. Lines Picked per Hour (Productivity)

Definition:
Number of order lines picked per labour hour.

Why it matters:
Labor is the largest warehouse cost. Productivity directly affects cost per order.

What it reveals:

18



Workforce efficiency
Layout effectiveness
Equipment availability

Process design quality

How to improve:

Optimize pick routes
Introduce batching or wave picking
Reduce travel time

Improve ergonomics

3. Dock-to-Stock Time

Definition:

Time from receiving goods at the dock to making them available in the system.

Why it matters:

Slow dock-to-stock time delays replenishment and increases stockouts.

What it reveals:

Receiving bottlenecks
Staffing issues
Poor labelling from suppliers

Inefficient put-away processes

How to improve:

Pre-advice ASN (Advanced Shipping Notice)
Supplier labelling standards
Dedicated receiving teams

Real-time scanning

4. Order Cycle Time (Warehouse Component)

Definition:

Time from order release to shipment.

Why it matters:

Cycle time affects customer satisfaction and throughput.

19



What it reveals:
e Picking delays
e Packinginefficiencies
e Congestion at shipping
¢ Systemdelays
How to improve:
e Prioritize orders by cut-off time
¢ Reduce manual steps
e Improve packing station layout
o Use automation where feasible
5. Warehouse Capacity Utilization

Definition:
Percentage of warehouse space being used effectively.

Why it matters:
Under-utilization wastes money; over-utilization creates congestion and safety risks.

What it reveals:
e Poor slotting
e Excessinventory
¢ Inefficient storage methods
e Seasonal fluctuations
How to improve:
e Re-slot based on velocity
o Use vertical space
e Introduce racking or mezzanines
e Reduce obsolete stock
6. Put-Away Accuracy

Definition:
Percentage of items stored in the correct location.
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Why it matters:
Incorrect put-away causes picking errors, delays, and inventory inaccuracies.

How to improve:
e Enforce scanning discipline
o Simplify location numbering
e Improve training

7. Labour Cost per Order

Definition:
Total labour cost divided by number of orders processed.

Why it matters:
A key indicator of warehouse efficiency and cost competitiveness.

What it reveals:
e Overstaffing
¢ Inefficient processes
e Poorplanning

8. Equipment Utilization

Definition:
Percentage of time equipment (forklifts, conveyors, etc.) is in productive use.

Why it matters:
Low utilization indicates poor planning or excess equipment.

2.3 What These KPIs Reveal About Your Warehouse
Warehouse KPls are diagnostic tools. They help you understand:
1. Process Efficiency
Low productivity or long cycle times indicate:

e Poor layout

e Excesstravel time

o Inefficient picking methods

e Bottlenecks in packing or shipping

2. Accuracy and Quality

21



High error rates suggest:
e Trainingissues
e Poor scanning discipline
o Complex processes
e Inadequate slotting
3. Inventory Health
Dock-to-stock time and put-away accuracy affect:
e Stock availability
¢ Inventory accuracy
o Fillrate
4. Cost Drivers
Labor cost per order and equipment utilization highlight:
e Overstaffing
o Underutilized assets
e Inefficient workflows
5. Capacity and Space Management
Capacity utilization reveals:
e Overstocking
e Poor storage design
¢ Need for re-slotting or re-layout
2.4 Common Mistakes in Warehouse KPI Programs
Even well-intentioned KPI programs can fail. Here are the most common pitfalls.
1. Measuring Productivity Without Accuracy
A team may pick 200 lines per hour — but if accuracy is low, productivity is meaningless.

Rule:
Accuracy before speed.

2. Ignoring SKU Velocity Differences

22



Fast-moving SKUs behave differently from slow-moving ones.
Mixing them in KPIs hides realissues.

Solution:
Segment KPIs by SKU class (A/B/C).

3. Not Separating Inbound and Outbound KPIs

Inbound delays affect stock availability.
Outbound delays affect customer satisfaction.

They must be measured separately.
4. Using Averages Instead of Real-Time Data
Averages hide peaks and bottlenecks.

Example:
Average dock-to-stock time may be 4 hours, but peak times may reach 12 hours.

5. No Standard Definitions

If one supervisor measures “picks per hour” differently from another, KPIs become
meaningless.

6. Focusing Only on Lagging Indicators

Lagging indicators show what happened.
Leading indicators show what will happen.

Example:

e Lagging: Order accuracy

e Leading: Put-away accuracy
2.5 How to Improve Warehouse Performance Using KPls
KPIs are not just for reporting — they are tools for improvement.
1. Identify Bottlenecks
Use KPIs to pinpoint where delays occur:

e Receiving

e Picking
e Packing
e Shipping

23



2. Conduct Root Cause Analysis

Use tools like:

5 Whys
Fishbone diagrams

Process mapping

3. Implement Process Improvements

Examples:

Re-slot fast movers
Introduce batch picking

Improve packing station layout

Add automation (conveyors, AMRs, scanners)

4. Monitor Impact

Track KPls before and after changes to measure effectiveness.

5. Standardize Best Practices

Once improvements work, document and roll them out across teams or sites.

2.6 Why Warehouse KPIs Matter More Than Ever

Modern logistics demands:

Warehouse KPIs help companies meet these demands by providing:

A warehouse that measures well performs well.

Faster delivery
Higher accuracy
Lower cost

Greater flexibility

Visibility
Control
Predictability

Accountability

24



Chapter 3 —

Transport KPls

Transport is often the largest logistics cost. KPIs help balance cost and service.
3.1 Essential Transport KPIs
On-Time Delivery (OTD)
Measure’s reliability and customer satisfaction.
Cost per Shipment / Cost per Mile
Critical for budgeting and cost control.
Truck Utilization
Shows how efficiently vehicle capacity is used.
Damage Rate
Indicates handling quality and packaging effectiveness.
Transit Time Variability
Measures consistency, not just speed.
3.2 What These KPIs Reveal
e Carrier performance issues
o Route inefficiencies
e Poor planning or scheduling
o Hidden cost drivers
3.3 Common Mistakes
e Focusing only on cost
e Not segmenting by carrier or lane
e lIgnoring external factors (weather, customs, strikes)
o Nottracking first-mile and last-mile separately

Absolutely — here is a fully expanded, publication-ready version of Chapter 3, written
with depth, clarity, and practical insight. This chapter now reads like a professional
logistics management book, with explanations, examples, and frameworks that supply
chain leaders will find genuinely useful.
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Chapter 3 —

Transport KPls

How to measure, analyse, and optimize transportation performance

Transportation is often the single largest cost component in logistics, sometimes
representing 40-70% of total supply chain spends. Itis also one of the most visible
parts of the customer experience. A shipment that arrives late, damaged, orincomplete
can undo months of good service.

Transport KPIs help companies balance cost, service, and efficiency. They reveal how
well goods move through the network, how carriers perform, and where opportunities
exist to reduce cost orimprove reliability.

This chapter explores the essential KPls, how to interpret them, and how to use them to
drive continuous improvement.

3.1 The Role of Transport KPIs
Transportation is a complex system involving:

o Carriers

e Routes

¢ Modes (road, air, sea, rail)

e Schedules

e Regulations

e Customer expectations

o External disruptions (weather, customs, strikes)
Transport KPIs help companies:

e Control costs

o Improve delivery reliability

e Optimize fleet or carrier utilization

¢ Reduce damage and claims

¢ Improve customer satisfaction

e Support strategic planning
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Without KPls, transportation becomes reactive, constantly firefighting delays, cost
overruns, and customer complaints.

With KPls, transportation becomes predictable, efficient, and strategically managed.
3.2 Essential Transport KPIs

Below are the core KPIs every logistics operation should track. These KPlIs provide a
balanced view of cost, service, and efficiency.

1. On-Time Delivery (OTD)

Definition:
Percentage of shipments delivered on or before the promised date/time.

Why it matters:
OTD is the most important transport KPl because it directly affects customer
satisfaction and supply chain reliability.

Formula:
On-time deliveries + Total deliveries x 100

What it reveals:

e Carrier performance

¢ Route planning quality

e Scheduling accuracy

¢ Warehouse dispatch discipline
How to improve:

e Usereal-time tracking

¢ Improve route planning

e Setrealistic delivery windows

e Work with carriers on performance reviews
2. Cost per Shipment / Cost per Mile

Definition:
Total transport cost divided by number of shipments or miles travelled.

Why it matters:
This KPI helps companies understand cost drivers and benchmark against industry
standards.
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What it reveals:

Fuel efficiency
Carrier rate competitiveness
Route optimization effectiveness

Shipment consolidation opportunities

How to improve:

Negotiate carrier contracts
Consolidate shipments
Optimize routes

Reduce empty miles

3. Truck / Vehicle Utilization

Definition:

Percentage of vehicle capacity used (weight or volume).

Why it matters:

Low utilization means wasted space and higher cost per shipment.

What it reveals:

Poor load planning
Inefficient order consolidation
Suboptimal packaging

Seasonal fluctuations

How to improve:

Use load-building software
Improve packaging design
Combine orders by region

Implement milk-run routes

4. Damage Rate

Definition:

Percentage of shipments damaged during transport.
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Why it matters:
Damage increases cost, reduces customer satisfaction, and signals handling issues.

What it reveals:

e Poor packaging

¢ Rough handling

¢ Inadequate loading practices

e Carrier quality issues
How to improve:

o Strengthen packaging standards

e Trainloading teams

o Conduct carrier audits

e Use shock sensors for sensitive goods
5. Transit Time and Transit Time Variability

Definition:

Average time taken for shipments to reach their destination, and the consistency of that

time.

Why it matters:
Customers value reliability as much as speed.

What it reveals:
e Route congestion
e Carrier performance
e Customs or border delays
o Network design issues
How to improve:
¢ Use predictive analytics
e Adjustroute schedules
¢ Work with carriers on consistency
e Improve customs documentation

6. Freight Claim Rate
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Definition:
Number of claims filed per 100 shipments.

Why it matters:
High claim rates indicate quality issues and increase administrative workload.

7. Empty Miles Percentage

Definition:
Percentage of miles driven without cargo.

Why it matters:
Empty miles waste fuel, time, and money.

How to improve:
e Backhauling
e Load sharing
e Betterroute planning
8. Carrier Performance Score

Definition:
A composite score based on OTD, damage rate, cost, and communication.

Why it matters:
Helps companies evaluate and negotiate with carriers.

3.3 What Transport KPIs Reveal About Your Operation
Transport KPIs are powerful diagnostic tools. They help companies understand:
1. Cost Efficiency
High cost per shipment may indicate:
e Poorroute planning
o Low truck utilization
e Excessive express shipments
o Inefficient carrier contracts
2. Service Reliability
Low OTD or high variability suggests:

e Carrier performance issues
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Poor scheduling
Traffic or customs delays

Warehouse dispatch delays

3. Network Design Issues

KPls can reveal deeper structural problems:

Too many small shipments
Poorly located distribution centers
Inefficient delivery windows

Lack of consolidation opportunities

4. Operational Discipline

High damage rates or claim rates indicate:

Poor loading practices
Inadequate packaging
Rough handling

Lack of training

5. Carrier Management Quality

KPIs help identify:

Underperforming carriers
Opportunities for renegotiation

Need for multi-carrier strategies

3.4 Common Mistakes in Transport KPl Programs

Even experienced logistics teams fall into these traps.

1. Focusing Only on Cost

Many companies obsess over cost per shipment but ignore service.

Cheap carriers with poor OTD cost more in the long run.

2. Not Segmenting by Carrier, Lane, or Mode

Averages hide problems.
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Example:
OTD may be 95% overall, but only 80% on a specific lane.

3. Ignoring External Factors

Weather, customs, strikes, and traffic all affect KPlIs.
Context matters.

4. Not Tracking First-Mile and Last-Mile Separately

These stages have different challenges and require different KPls.

5. No Standard Definitions

What counts as “on-time”?
What counts as “damage”?

Without standardization, KPIs lose meaning.
6. Not Using Real-Time Data

Transportis dynamic.
Real-time visibility improves decision-making dramatically.

3.5 How to Improve Transport Performance Using KPls

KPls are not just for reporting, they are tools for continuous improvement.

1. Conduct Carrier Performance Reviews
Use KPlIs to:

e Compare carriers

e Identify improvement areas

o Negotiate better rates

e Reward high performers
2. Optimize Routes and Schedules
Use data to:

¢ Reduce empty miles

e Improve delivery windows

¢ Consolidate shipments

o Balance cost and service

3. Improve Packaging and Handling
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Damage rate KPlIs help identify:

Packaging weaknesses
Handling issues

Training needs

4. Implement Technology

Tools that improve transport KPIs:

TMS (Transportation Management Systems)
Real-time tracking
Route optimization software

Electronic proof of delivery

5. Strengthen Collaboration with Carriers

Share KPI dashboards with carriers to:

Improve transparency
Align expectations

Drive joint improvement initiatives

3.6 Why Transport KPIs Matter More Than Ever

Today’s customers expect:

Transport KPIs help companies meet these expectations by providing:

A transport network that measures well performs well.

Faster delivery
Real-time visibility
Lower cost

Higher reliability

Control over cost

Insight into performance
Predictability in operations
Accountability across carriers

A foundation for continuous improvement
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Chapter 4 —

Inventory KPIs

Inventory is cash. Too many ties up capital; too little hurts service.
4.1 Essential Inventory KPls
Inventory Turnover
Measures how efficiently stock is used.
Days of Inventory on Hand (DOH)
Indicates how long inventory will last.
Stock Accuracy
Compares system vs physical inventory.
Fill Rate / Service Level
Measure’s ability to meet customer demand.
Backorder Rate
Shows supply shortages or forecasting issues.
4.2 What These KPIs Reveal
o Overstocking or understocking
o Forecasting accuracy
e Supplier reliability
e Inventory control discipline
4.3 Common Mistakes
e Using average inventory instead of real-time
o Not separating raw materials, WIP, finished goods
e Ignoring SKU profitability
e Nottracking slow-moving or obsolete stock

Absolutely — here is a fully expanded, polished, and publication-ready version of
Chapter 4, written with depth, clarity, and practical insight. This chapter now reads like
a professional logistics management book, with explanations, examples, and
frameworks that supply chain leaders will immediately recognize as valuable.
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Chapter 4 —

Inventory KPIs

How to measure, analyse, and optimize inventory performance

Inventory is one of the most misunderstood and mismanaged areas of logistics.
Companies often swing between extremes: too much stock that ties up cash and
warehouse space, or too little stock that leads to backorders, lost sales, and unhappy
customers.

Inventory KPIs help companies strike the right balance. They reveal how efficiently stock
is being used, how accurately it is being tracked, and how well supply aligns with
demand. When managed well, inventory becomes a strategic asset rather than a
financial burden.

This chapter explores the essential KPls, how to interpret them, and how to use them to
drive meaningful improvements.

4.1 The Role of Inventory KPls
Inventory sits at the intersection of:
e Procurement
e Production
¢ Warehousing
e Sales
e Customer service
e Finance
Because of this, inventory KPIs influence nearly every part of the business.

Inventory KPIs help companies:

Reduce working capital

Improve service levels

e Prevent stockouts

e Minimize excess and obsolete stock
e Improve forecasting

e Strengthen supplier performance
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e Optimize warehouse space

Without KPls, inventory becomes guesswork. With KPls, it becomes a controlled,
predictable, and strategic function.

4.2 Essential Inventory KPls

Below are the core KPIs every company should track. These KPIs provide a balanced
view of inventory health, efficiency, and accuracy.

1. Inventory Turnover

Definition:
How many times inventory is sold or used in each period.

Why it matters:
High turnover means inventory is moving efficiently.
Low turnover indicates overstocking, slow movers, or demand issues.

Formula:
Cost of goods sold + Average inventory

What it reveals:

¢ Demand accuracy

e Stock efficiency

¢ Product lifecycle issues

o Excess orobsolete stock
How to improve:

e Improve forecasting

¢ Reduce order quantities

e Phase out slow movers

e Strengthen supplier lead times
2. Days of Inventory on Hand (DOH)

Definition:
How many days current inventory will last based on demand.

Why it matters:
DOH shows how much cash is tied up in stock and how well inventory aligns with
demand.
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Formula:
Average inventory + Daily demand

What it reveals:
e Overstocking
e Slow-moving products
¢ Poordemand planning
How to improve:
¢ Reduce safety stock
¢ Improve replenishment cycles
¢ Increase demand visibility
3. Stock Accuracy

Definition:
How closely system inventory matches physical inventory.

Why it matters:
Inaccurate inventory leads to stockouts, lost sales, and operational chaos.

Formula:
Correct stock records + Total stock records x 100

What it reveals:
e Poorcycle counting
e Put-away errors
e Picking mistakes
e Systemissues
How to improve:

e Implement cycle counting

Enforce scanning discipline

Improve location control
¢ Reduce manual adjustments

4. Fill Rate / Service Level
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Definition:
Percentage of customer demand fulfilled immediately from available stock.

Why it matters:
Fill rate is one of the most important customer services KPls.

Formula:
Orders fulfilled immediately + Total orders x 100

What it reveals:
e Stock availability
o Forecastaccuracy
e Supplier reliability
e Replenishment effectiveness
How to improve:
e Improve demand planning
¢ Increase safety stock for critical SKUs
e Strengthen supplier performance
5. Backorder Rate

Definition:
Percentage of orders that cannot be fulfilled due to insufficient stock.

Why it matters:
Backorders damage customer trust and increase operational complexity.

What it reveals:
e Stockouts
e Poor forecasting
e Supplier delays
¢ |Inadequate safety stock
How to improve:
e Improve lead time accuracy
e Increase safety stock for volatile SKUs

e Strengthen supplier collaboration
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6. Excess and Obsolete Inventory (E&O)

Definition:
Inventory that is unlikely to be sold or used.

Why it matters:
E&O ties up cash, consumes space, and often ends up as write-offs.

What it reveals:

¢ Poor lifecycle management

e Over-forecasting

e Slow-moving SKUs

e Lack of product rationalization
How to improve:

e Conduct SKU rationalization

e Improve demand planning

¢ Implement end-of-life strategies
7. Inventory Carrying Cost

Definition:
Total cost of holding inventory, including storage, insurance, depreciation, and capital
cost.

Why it matters:
Carrying cost can represent 20-30% of inventory value annually.

What it reveals:
o Inefficient stock levels
e High warehouse costs
e Poorinventory turnover
8. Supplier Lead Time Variability

Definition:
How consistently suppliers deliver within expected lead times.

Why it matters:
High variability increases safety stock requirements.

4.3 What Inventory KPIs Reveal About Your Operation
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Inventory KPIs provide deep insight into the health of your supply chain.
1. Demand Planning Quality
Low turnover or high DOH often indicates:
e Over-forecasting
e Poordemand visibility
e Seasonal misalighment
2. Supplier Performance
High backorders or inconsistent lead times reveal:
e Unreliable suppliers
e Poorcommunication
e Inadequate contracts
3. Warehouse Accuracy
Low stock accuracy indicates:
e Put-away errors
e Picking mistakes
e Poor cycle counting
e Systemissues
4. Financial Efficiency
High carrying cost or excess stock reveals:
¢ Inefficient capital use
e Poor SKU lifecycle management
e Lack of inventory strategy
5. Customer Service Quality
Low fill rate or high backorders indicate:
e Stockouts
e Poorreplenishment

e |naccurate forecasts
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4.4 Common Mistakes in Inventory KPI Programs

Even experienced supply chain teams fall into these traps.

1. Using Average Inventory Instead of Real-Time Data

Averages hide peaks and shortages.
Real-time visibility is essential.

2. Treating All SKUs the Same
Different SKUs have different:
¢ Demand patterns
¢ Margins
e Leadtimes
e Criticality
Segment inventory using ABC or XYZ analysis.
3. Not Tracking Slow Movers
Slow-moving stock quietly drains cash and space.

4. I1gnoring Product Lifecycle Stages

New, mature, and end-of-life products require different strategies.

5. Not Linking Inventory KPIs to Customer Service KPIs
Inventory is not just a cost — it is a service enabler.
6. Over-reliance on Safety Stock
Safety stock is a buffer, not a solution.
4.5 How to Improve Inventory Performance Using KPIs
KPls are only valuable when they drive action.
1. Improve Forecast Accuracy
Use:
e Historical data
¢ Seasonality analysis
¢ Demand sensing

e Collaborative forecasting
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2. Strengthen Supplier Collaboration
Share forecasts and performance dashboards with suppliers.
3. Implement Cycle Counting
Daily or weekly cycle counts improve accuracy without shutting down operations.
4. Optimize Replenishment
Use:

¢ Min/max levels

o Reorder points

e Economic order quantity (EOQ)

e Automated replenishment systems
5. Reduce Excess and Obsolete Stock
Strategies include:

e Promotions

e Bundling

e Liquidation

e SKU rationalization
6. Improve Inventory Visibility
Use:

e Barcode scanning

e RFID

¢ Real-time dashboards

e Integrated WMS/ERP systems
4.6 Why Inventory KPls Matter More Than Ever
Today’s supply chains face:

¢ Demand volatility

e Globaldisruptions

e Shorter product lifecycles

e Higher customer expectations
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e Rising capital costs
Inventory KPIs help companies navigate these challenges by providing:
e Visibility
o Control
e Predictability
e Financial discipline
o Customer service excellence

A company that manages inventory well gains a powerful competitive advantage.
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Chapter 5 —

Customer Service KPIs

Customer service is the ultimate measure of logistics performance.
5.1 Essential Customer Service KPIs
Perfect Order Rate
Delivered on time, complete, damage-free, with correct documentation.
Order Cycle Time
Total time from order to delivery.
Customer Complaint Rate
Indicates service quality issues.
Return Rate
Helps identify product or fulfilment problems.
5.2 What These KPIs Reveal
e Customer experience quality
¢ Process reliability
e Communication gaps
* Root causes of dissatisfaction
5.3 Common Mistakes
o Treating complaints as isolated incidents
e Notlinking service KPlIs to warehouse/transport KPIs

e Ignoring qualitative feedback
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Chapter 5 —

Customer Service KPIs

How to measure, analyse, and elevate the customer experience through logistics
performance

Customer service is the ultimate measure of logistics performance. You can have the
most efficient warehouse, the lowest transport cost, and the best inventory turnover, but
if the customer receives the wrong product, receives it late, or receives it damaged,

none of those matters.

In today’s competitive environment, logistics is no longer just a back-office function. Itis
a core part of the customer experience. Customer service KPIs help companies
understand how well their logistics operations support customer expectations and
where improvements are needed.

This chapter explores the essential KPIs, how to interpret them, and how to use them to
build a customer-centric logistics operation.

5.1 The Role of Customer Service KPIs

Customer service KPIs measure how well logistics operations deliver on the promises
made to customers. They reflect the end-to-end performance of the supply chain from
inventory availability to warehouse accuracy to transport reliability.

Customer service KPIs help companies:

e Improve customer satisfaction

e Reduce complaints and returns

e Strengthen brand loyalty

e Identify root causes of service failures

e Improve cross-functional collaboration

¢ Reduce the cost of poor quality
These KPls are the “voice of the customer” expressed in measurable terms.
5.2 Essential Customer Service KPlIs

Below are the core KPIs every company should track to understand and improve
customer experience.

1. Perfect Order Rate
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Definition:
Percentage of orders delivered:

e Ontime

e Complete

¢ Damage-free

e With correct documentation

Why it matters:

Perfect Order Rate is the most comprehensive customer service KPI. It reflects the
entire supply chain’s performance.

Formula:
Orders meeting all criteria + Total orders x 100

What it reveals:
¢ Warehouse accuracy
e Transport reliability
e Inventory availability
e Documentation quality

How to improve:

Strengthen cross-functional communication
e Improve scanning and verification

Reduce handoffs

e Standardize documentation
2. Order Cycle Time

Definition:
Total time from customer order to delivery.

Why it matters:

Customers expect fast, predictable delivery. Long or inconsistent cycle times reduce
satisfaction and increase churn.

What it reveals:
¢ Warehouse processing speed

e Transport efficiency



e Inventory availability
e Order management quality

How to improve:

Reduce picking and packing delays

e Improve route planning

Increase inventory visibility
e Automate order processing
3. Customer Complaint Rate

Definition:
Number of complaints per 100 or 1,000 orders.

Why it matters:
Complaints are direct feedback from customers. They highlight issues that KPIs alone
may not reveal.

What it reveals:

Service failures

e Communication gaps

Product or packaging issues

Delivery problems
How to improve:
e Conductroot cause analysis
e Improve communication with customers
e Strengthen packaging standards
e Train customer service teams
4. Return Rate

Definition:
Percentage of orders returned by customers.

Why it matters:
Returns are costly and often signal deeper issues.

What it reveals:
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e Pickingerrors
e Product quality issues
e Damage during transport
e Incorrect product descriptions
How to improve:
e Improve accuracy in picking and packing
e Strengthen quality control
e Improve product information online
e Enhance packaging durability
5. First Contact Resolution (FCR)

Definition:
Percentage of customer issues resolved in the first interaction.

Why it matters:
High FCR improves customer satisfaction and reduces support costs.

What it reveals:
e Customer service team effectiveness
e Clarity of processes
e Quality of information systems

6. On-Time In-Full (OTIF)

Definition:
Percentage of orders delivered on time and with the correct quantity.

Why it matters:
OTIF is widely used in retail, FMCG, and manufacturing. It reflects both service and
reliability.

What it reveals:
e Inventory availability
¢ Warehouse accuracy
e Transport reliability

5.3 What Customer Service KPIs Reveal About Your Operation
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Customer service KPIs provide a holistic view of supply chain performance.
1. Customer Experience Quality
High complaint rates or low perfect order rates indicate:
e Poor communication
¢ Inconsistent delivery
e Frequenterrors
2. Supply Chain Reliability
Low OTIF or long cycle times reveal:
o Stockouts
¢ Warehouse delays
e Transportissues
3. Process Discipline
High return rates or documentation errors indicate:
e Poortraining
o Lack of standardization
¢ Weak quality control
4. Cross-Functional Alignment
Customer service KPIs often reveal misalignment between:
o Sales
e Operations
e Warehouse
e Transport
¢ Inventory planning
5. Root Causes of Customer Dissatisfaction
Customer complaints often point to:
e Packaging failures
¢ Damaged goods

e |Incorrectitems
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o Late deliveries
These issues often originate upstream in the supply chain.
5.4 Common Mistakes in Customer Service KPl Programs
Even companies with strong logistics operations make these mistakes.
1. Treating Complaints as Isolated Incidents

A complaint is rarely a one-off event.
Itis a symptom of a deeperissue.

2. Not Linking Customer Service KPIs to Operational KPIs
Example:
o Lowfill rate » high backorders > low OTIF
e Poor picking accuracy = high return rate
Customer service KPIs must be connected to warehouse, transport, and inventory KPlIs.
3. Ignoring Qualitative Feedback

Numbers tell you what happened.
Customers tell you why it happened.

4. Focusing Only on Speed
Fast delivery is meaningless if:
e The orderiswrong
e The productis damaged
e The documentation is incorrect
5. Not Segmenting Customers
Different customers have different expectations.
Segment by:
¢ Channel (retail, e-commerce, wholesale)
e Geography
o Ordersize
e Service level agreements (SLAS)

5.5 How to Improve Customer Service Using KPIs
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KPls are only valuable when they lead to action.

1. Improve End-to-End Visibility
Use integrated systems to track:
o Order status
e Inventory availability

e Delivery progress

2. Strengthen Cross-Functional Collaboration

Customer service issues often require:

¢ Warehouse improvements

e Transport changes

e Inventory adjustments

e Sales alignment
3. Implement Root Cause Analysis
For every complaint or return:

o Identify the root cause

¢ Implement corrective actions

e Monitor results
4. Improve Communication with Customers
Provide:

¢ Real-time tracking

¢ Proactive updates

e Cleardelivery windows

e Easyreturn processes
5. Standardize Processes
Standardization reduces:

e Errors

e Variability

e Miscommunication
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6. Train Customer Service Teams
Equip them with:
e Product knowledge
e System training
e Communication skills
e Problem-solving tools
5.6 Why Customer Service KPIls Matter More Than Ever
Today’s customers expect:
e Fastdelivery
e Accurate orders
e Real-time visibility
e Easyreturns
o Consistent communication
Customer service KPIs help companies meet these expectations by providing:
e Insightinto customer needs
e Control over service quality
¢ Predictability in delivery
e Accountability across teams
¢ Afoundation for continuous improvement

A company that measures customer service well delivers customer service well.
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Chapter 6 —

How to Interpret KPI Trends

KPls are only useful when interpreted correctly.
6.1 Trend Interpretation Framework
1. Direction — improving or declining
2. Magnitude — how significantis the change
3. Frequency — consistent or sporadic
4. Context —internal and external factors
5. Correlation — which KPIs move together
6.2 Examples
e Rising transport cost + stable volume - carrier rate increase
¢ Falling inventory accuracy + rising backorders » warehouse process issues
e Improving OTD but rising complaints > deliveries are on time but damaged
6.3 Tools for Trend Analysis
e Moving averages
e Control charts
e Seasonality analysis

e Root cause analysis (5 Whys, Fishbone)
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Chapter 6 —

How to Interpret KPI Trends

Turning raw data into insight, decisions, and continuous improvement

Most companies track KPls. Far fewer understand them. And only a small minority use
them to drive meaningful change.

This chapter bridges that gap.

Interpreting KPI trends is the difference between reporting and managing. A dashboard
full of numbers is useless unless you can extract patterns, identify root causes, and
translate insights into action. This chapter teaches you how to read KPI trends like a
supply chain analyst, spotting early warning signs, understanding relationships between
KPls, and making data-driven decisions.

6.1 Why Trend Interpretation Matters
A single KPI value tells you almost nothing.
For example:
o Afill rate of 92%, is that good or bad?
e Apicking accuracy of 99%, is that improving or declining?
e Atransport cost of $1.20 per mile, is that normal or excessive?
Without context, numbers are meaningless.
Trend interpretation provides that context. It helps you understand:
e Whether performance is improving or deteriorating
¢ Whether changes are temporary or structural
e Whetherissues are isolated or systemic
¢ Whether corrective actions are working
¢ Whether external factors are influencing performance
Trend interpretation turns data into insight.
6.2 The Five-Step Trend Interpretation Framework
To interpret KPI trends effectively, use this structured approach:

1. Direction — Is the KPIl improving or declining?
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¢ Upward trend - increasing performance (or increasing cost, depending on KPI)

Look at the slope of the trend:

¢ Downward trend > declining performance

e Flattrend > stable performance
Direction tells you whether you’re moving toward or away from your target.
2. Magnitude — How significant is the change?
A KPI may move in the right direction but not enough to matter.
Examples:

e OTD improves from 92% to 93% - small improvement

e OTD improves from 92% to 98% - major improvement
Magnitude helps you prioritize issues.
3. Frequency — Is the trend consistent or sporadic?
Patterns matter:

o Consistent decline > structural issue

¢ Occasional spikes > operationalissue

e Seasonal fluctuations > predictable pattern
Frequency helps distinguish noise from signal.
4. Context — What external or internal factors influence the trend?
KPIs rarely change in isolation.
Contextincludes:

e Seasonality

e Promotions

e Supplierdisruptions

e Weather events

¢ System changes

o Staffing levels

¢ New product launches

Context prevents misinterpretation.
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5. Correlation — Which KPIs move together?
KPls are interconnected.
Examples:
e Low stock accuracy > high backorders
e High damage rate > high return rate
e Low truck utilization > high cost per shipment
e Slow dock-to-stock > low fill rate
Correlation helps identify root causes.

6.3 Examples of Trend Interpretation

Let’s look at real-world examples to illustrate how trends reveal deeper insights.

Example 1: Rising Transport Cost + Stable Volume

Interpretation:
Costs are increasing without a corresponding increase in shipments.

Possible causes:
e Carrierrate increases
e Fuel price spikes
e Poorroute planning
e Low truck utilization

Action:
Review carrier contracts, optimize routes, consolidate shipments.

Example 2: Falling Inventory Accuracy + Rising Backorders

Interpretation:
Inventory records are unreliable, causing stockouts.

Possible causes:
e Put-away errors
e Picking mistakes
e Lack of cycle counting

¢ System integration issues
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Action:
Implement cycle counting, enforce scanning, retrain staff.

Example 3: Improving OTD but Rising Complaints

Interpretation:
Deliveries are on time, but something else is wrong.

Possible causes:
¢ Damage during transport
e Incorrectitems
¢ Poor packaging
¢ Incomplete orders

Action:
Investigate warehouse accuracy and packaging quality.

Example 4: High Inventory Turnover + Low Fill Rate

Interpretation:
Inventory is moving too fast — possibly too fast.

Possible causes:
e Understocking
e Poorforecasting
¢ |Inadequate safety stock

Action:
Review demand planning and safety stock levels.

Example 5: Stable Picking Accuracy + Rising Return Rate

Interpretation:
Returns are rising for reasons unrelated to picking.

Possible causes:
e Product quality issues
e Incorrect product descriptions
¢ Damage during transport

Action:
Investigate upstream issues.
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To interpret trends effectively, use analytical tools that reveal patterns and anomalies.

6.4 Tools for Trend Analysis

1. Moving Averages
Smooth out short-term fluctuations to reveal long-term trends.
Useful for:
e OTD
e Inventory turnover
e Picking productivity
2. Control Charts
Identify when performance is outside normal variation.
Useful for:
¢ Damage rate
e Cycletime
e Stockaccuracy
3. Seasonality Analysis
Identify predictable patterns based on:
¢ Holidays
o Weather

e Salescycles

Useful for:
e DOH
o Fillrate

e Transport cost
4. Root Cause Analysis Tools
Use:

¢ 5Whys

e Fishbone diagrams

e Pareto analysis
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These tools help identify underlying causes of KPIl changes.
5. Correlation Analysis
Identify relationships between KPls.
Example:
e High DOH correlates with low turnover
e Low OTD correlates with high complaint rate
Correlation helps identify systemic issues.
6.5 How to Turn Trend Insights into Action
Trend interpretation is only valuable when it leads to improvement.
Here’s how to turn insights into action:
1. Identify the Root Cause
Don’t treat symptoms, fix the underlying issue.
2. Prioritize Issues Based on Impact
Focus on KPlIs that:
o Affect customers
e Drive cost
¢ Influence multiple processes
3. Implement Corrective Actions
Examples:
e Improve forecasting
o Retrain staff
¢ Redesign warehouse layout
¢ Renegotiate carrier contracts
4. Monitor the Impact
Track KPIs before and after changes.
5. Standardize Improvements
Document and roll out successful changes across teams or sites.

6.6 Common Mistakes in Trend Interpretation
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Even experienced analysts fall into these traps.
1. Overreacting to Short-Term Fluctuations

Not every dip is a crisis.
Not every spike is a success.

2. Ignoring External Factors
Context matters.
3. Confusing Correlation with Causation
Just because two KPIls move together doesn’t mean one caused the other.
4. Focusing Only on Averages
Averages hide variability.
5. Looking at KPIs in Isolation
KPIs are interconnected, always analyse them as a system.
6.7 Why Trend Interpretation Matters More Than Ever
Today’s supply chains face:
e \olatile demand
e Global disruptions
o Rising customer expectations
e Increasing cost pressure
e Shorter product lifecycles
Trend interpretation helps companies:
o Predictissues before they occur
o Make faster, smarter decisions
e Improve service levels
e Reduce cost
e Strengthen resilience

A company that interprets trends well manages its supply chain well.
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Chapter 7 —

Building a Performance Dashboard

A dashboard turns data into decisions.
7.1 What a Good Dashboard Includes
e Clearvisuals
+ Real-time data
e Drill-down capability
e Traffic-light indicators
¢ KPIl ownership
7.2 Dashboard Design Principles
e Lessis more —focus on 10-15 core KPIs
¢ Role-based views — executives vs supervisors
e Consistency — same definitions across departments
e Automation —reduce manual reporting
7.3 Dashboard Types
e Operational dashboards — daily
o Tactical dashboards — weekly/monthly

e Strategic dashboards — quarterly/annual
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Chapter 7 —

Building a Performance Dashboard

How to design, structure, and implement dashboards that drive real operational
improvement

A KPI dashboard is more than a collection of charts. It is a management tool — a visual
system that helps leaders monitor performance, identify issues, and make informed
decisions. When designed well, dashboards transform data into clarity. When designed
poorly, they overwhelm users with noise.

This chapter explains how to build dashboards that are simple, actionable, and aligned
with business goals. You’ll learn what to include, how to structure your dashboards, and
how to ensure they drive continuous improvement.

7.1 Why Dashboards Matter
Dashboards serve several critical functions:
1. Visibility

They provide a clear, real-time view of performance across warehouse, transport,
inventory, and customer service.

2. Alignment

Dashboards ensure everyone — from executives to supervisors — is working toward the
same goals.

3. Accountability

When KPls are visible, owners take responsibility for results.

4. Speed

Dashboards help leaders spotissues early and act quickly.

5. Decision Support

Dashboards turn raw data into insights that guide operational and strategic decisions.
A well-designed dashboard is a competitive advantage.

7.2 What a Good Dashboard Includes

A strong logistics dashboard has five essential elements:

1. Clear, Simple Visuals
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Charts should be easy to interpret immediately.
Use:
o Line charts for trends
e Bar charts for comparisons
e (Gauges for performance vs target
¢ Heat maps for exceptions
Avoid clutter, unnecessary colours, and overly complex visuals.
2. Real-Time or Near-Real-Time Data
Outdated data leads to outdated decisions.
Examples:
e Warehouse productivity > hourly
e Transport OTD > daily
e Inventory accuracy - daily/weekly
e Customer complaints - real-time
3. Drill-Down Capability
Users should be able to click into:
e Specific SKUs
e Specific carriers
e Specific lanes
e Specific shifts
e Specific customers
Dashboards should answer both “What happened?” and “Why did it happen?”
4. Traffic-Light Indicators (RAG System)
Red, Amber, Green indicators help users instantly identify:
o Critical issues
e Emergingrisks
¢ Healthy performance

This is especially useful for executives.
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5. KP1 Ownership
Every KPI should have:
e Aclearowner
e Atarget
e Areview frequency
e A corrective action plan
Dashboards without ownership become screensavers.
7.3 Dashboard Design Principles
To build dashboards that drive action, follow these principles:
1. Less Is More
A dashboard should focus on 10-15 core KPIs, not 50.

Too many KPIs create noise.
Too few KPIs create blind spots.

2. Role-Based Views
Different users need different dashboards.
Executive Dashboard
e High-level KPIs
e Trends
e Exceptions
e Strategic insights
Operations Manager Dashboard
e Daily performance
o Bottlenecks
e Productivity
e Service levels
Supervisor Dashboard
¢ Hourly performance

e Team productivity
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e Errors
e Workload distribution
Dashboards must be tailored to the user.
3. Consistency
Use consistent:
e Definitions
o Colours
e Timeframes
e Units of measure
This prevents confusion and improves adoption.
4. Automation
Manual dashboards are slow, error-prone, and unsustainable.
Automate:
e Data extraction
o Data transformation
e Data visualization
Automation ensures accuracy and frees up time for analysis.
5. Action Orientation
Dashboards should highlight:
e Exceptions
e Trends
e Rootcauses
e Recommended actions
A dashboard that doesn’t drive action is just decoration.
7.4 Types of Logistics Dashboards
Different dashboards serve different purposes. Here are the three main types.

1. Operational Dashboards (Daily / Hourly)
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Purpose:
Monitor real-time performance and manage daily operations.

Users:
Supervisors, team leaders, shift managers.

Examples of KPlIs:

e Lines picked per hour

e OTD for the day

o Dock-to-stock time

e Truck utilization

¢ Inventory accuracy exceptions
Characteristics:

e Highly detailed

¢ Updated frequently

o Focused onimmediate action
2. Tactical Dashboards (Weekly / Monthly)

Purpose:
Identify trends, analyse performance, and plan improvements.

Users:
Operations managers, supply chain analysts.

Examples of KPlIs:

e Weekly OTD

e Monthlyfill rate

e Inventory turnover

e Damagerate

e Labor cost perorder
Characteristics:

e Trend-focused

¢ Comparative

e Supports root cause analysis



3. Strategic Dashboards (Quarterly / Annual)

Purpose:
Support long-term planning and strategic decisions.

Users:
Executives, directors, senior leadership.

Examples of KPls:

e Perfect order rate

e Annualtransport cost

¢ Inventory carrying cost

o Customer satisfaction index

¢ Network performance
Characteristics:

¢ High-level

e Focused on outcomes

e Linked to business strategy

7.5 How to Build a Logistics Dashboard (Step-by-Step)

Here is a practical framework for building an effective dashboard.

Step 1: Define the Purpose
Ask:
e  Who will use this dashboard?
e Whatdecisions will it support?
e What problems should it solve?
Purpose drives design.
Step 2: Select the Right KPIs
Choose KPlIs that:
e Align with strategy
o Are measurable

e Are actionable
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e Have clear definitions
Avoid vanity metrics.
Step 3: Map Data Sources

Identify where each KPI comes from:

¢« WMS
e TMS
e ERP

e Customer service system

¢ Manual logs
Ensure data quality before building the dashboard.
Step 4: Design the Layout
Use a logical structure:

e Top: Overall performance

e Middle: Key processes

e Bottom: Exceptions and alerts

Place the most important KPIs where the eye naturally goes first.

Step 5: Build Visuals
Choose the right chart for each KPI:
e Linechart~ trends
e Bar chart> comparisons
e Gauge > performance vs target
e Table > exceptions
Avoid unnecessary complexity.
Step 6: Assign Ownership
Every KPl must have:
e Anowner
e Atarget

e Avreview frequency
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Ownership drives accountability.
Step 7: Test and Refine
Pilot the dashboard with a small group.
Ask:
o Isitclear?
o Isituseful?
e Is anything missing?
e Is anything unnecessary?
Iterate until it works.
Step 8: Roll Out and Train
Train users on:
o Howtoread the dashboard
e Howtointerprettrends
e Howtoact
A dashboard is only as good as the people using it.
7.6 Common Mistakes in Dashboard Design
Avoid these pitfalls to ensure your dashboard is effective.
1. Too Much Information
A cluttered dashboard overwhelms users.
2. No Clear Targets
Without targets, users cannot interpret performance.

3. Inconsistent Definitions

Different teams using different definitions leads to confusion.

4. Manual Data Entry

Manual dashboards are slow and error-prone.

5. No Actionability

Dashboards must highlight what needs attention.

6. One-Size-Fits-All Dashboards
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Executives and supervisors need different information.

7.7 Why Dashboards Matter More Than Ever

Today’s supply chains are:

Faster
More complex
More volatile

More customer-driven

Dashboards help companies:

Improve visibility

Increase agility

Strengthen decision-making
Enhance accountability

Drive continuous improvement

A company that measures well manages well.

A company that visualizes well improves even faster.
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Chapter 8 —

Benchmarking and Target Setting

Benchmarking helps you understand where you stand.

8.1 Types of Benchmarking

¢ Internal — compare sites orteams

e External — compare with industry standards

e Historical — compare with past performance
8.2 Setting Effective Targets (SMART)

e Specific

e Measurable

e Achievable

e Relevant

e Time-bound
8.3 Examples of Good Targets

e Improve OTD from 92% - 96% in 6 months

e Reduce DOH from 45 » 35 days

e Increase pick accuracy from 98.5% > 99.5%
8.4 Common Pitfalls

e Setting unrealistic targets

e Changing KPI definitions mid-year

e Notaligning KPIs with strategy

e Notlinking KPIs to incentives
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Chapter 8 —

Benchmarking and Target Setting

How to compare performance, set meaningful goals, and drive continuous improvement

Benchmarking and target setting are two of the most powerful tools in logistics
performance management. Without them, KPIs are just numbers. With them, KPIs
become a roadmap for improvement.

This chapter explains how to benchmark your logistics performance against internal and
external standards, how to set realistic yet ambitious targets, and how to avoid common
pitfalls that undermine KPI programs.

8.1 Why Benchmarking Matters
Benchmarking answers a simple but essential question:
“Is our performance good, average, or poor?”

A KPl value alone cannot answer that.
For example:

e Isa95% on-time delivery rate good?

¢ |s 30 days of inventory on hand efficient?

e Isapicking accuracy of 99% acceptable?
The answer depends on:

e Industry standards

e Competitor performance

o Customer expectations

¢ Internal capabilities
Benchmarking provides context. It helps companies:

¢ l|dentify performance gaps

e Prioritize improvement areas

e Learnfrom best practices

e Setrealistic targets

e Motivate teams

72



&

e Support strategic decisions
Benchmarking transforms KPIs from isolated metrics into meaningful insights.
8.2 Types of Benchmarking

There are three main types of benchmarking used in logistics. Each serves a different
purpose and provides different insights.

1. Internal Benchmarking

Definition:
Comparing performance across sites, teams, shifts, or time periods within the same
company.

Examples:
¢ Comparing warehouse A vs warehouse B
e Comparing day shift vs night shift
e Comparing this quarter vs last quarter

Why it matters:
Internal benchmarking is the easiest and most actionable form of benchmarking. It
highlights:

e Best practices within the company
¢ Underperforming teams
e Processinconsistencies
¢ Training needs
Benefits:
¢ Usesreadily available data
e Encourages healthy competition
o Drives standardization
2. External Benchmarking

Definition:
Comparing performance with industry standards, competitors, or third-party
benchmarks.

Examples:

¢ Industry average OTD
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e Best-in-class inventory turnover

e Standard warehouse productivity rates

Why it matters:

&

External benchmarking helps companies understand where they stand in the market.

Benefits:

¢ ldentifies competitive gaps

e Helpsjustify investments

e Supports strategic planning
Challenges:

e Data availability

o Differences in definitions

o Differences in business models
3. Historical Benchmarking

Definition:

Comparing current performance with past performance.

Examples:
¢ Year-over-yearimprovement
e Seasonal performance trends
¢ Impactof process changes

Why it matters:

Historical benchmarking helps companies:

e Track progress

e Identify long-term trends

¢ Evaluate improvement initiatives
Benefits:

e Easytoimplement

e Highly relevant

e Supports continuous improvement
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Benchmarking is not just about comparing numbers; itis about understanding why
differences exist and what can be learned from them.

8.3 How to Conduct Effective Benchmarking

Here is a structured approach:
Step 1: Select KPIs to Benchmark
Choose KPlIs that:

e Are strategically important

e Have clear definitions

e Are comparable across teams or companies
Examples:

e« OTD

e Picking accuracy

e Inventory turnover

o Fillrate

e Costpershipment
Step 2: Standardize Definitions
Ensure everyone measures KPls the same way.
Example:

e What counts as “on-time”?

e How is “inventory turnover” calculated?

e Whatisincluded in “transport cost”?
Without standardization, benchmarking becomes meaningless.

Step 3: Collect Reliable Data

Use:
e WMS
e TMS
e ERP

e Customer service systems
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e Industryreports
Ensure datais:
e Accurate
e Timely
¢ Complete
Step 4: Compare Performance
Look for:
e Bestperformers
e Worst performers
e Variability
e Trends
Use visual tools:
e Barcharts
¢ Heatmaps
e Scatter plots
Step 5: Identify Root Causes
Ask:
¢ Whyis warehouse A outperforming warehouse B?
e Why s carrier X more reliable than carrier Y?

¢ Whyisinventory turnover higherin one region?

e Process mapping

e Interviews

e Gemba walks

¢ Root cause analysis
Step 6: Implement Best Practices
Document and roll out:

e Standard operating procedures

76



e Training programs
e Process improvements
Step 7: Monitor and Adjust

Benchmarking is not a one-time exercise.
Itis a continuous improvement cycle.

8.4 Target Setting: Turning Benchmarks into Goals

Benchmarking tells you where you stand.
Target setting tells you where you want to go.

Targets provide:
o Direction
+ Motivation
e Accountability
o Focus
But targets must be set carefully.
8.5 The SMART Framework for Target Setting
SMART targets are:
S — Specific
Clear and unambiguous.

Example:
“Improve OTD from 92% to 96%.”

M — Measurable
Based on quantifiable KPlIs.

Example:
“Reduce DOH from 45 to 35 days.”

A — Achievable
Ambitious but realistic.

Example:
“Improve picking accuracy from 98.5% to 99.5%.”

R — Relevant
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Aligned with business goals.

Example:
“Reduce transport cost per shipment by 8% to support margin improvement.”

T—Time-Bound
Has a clear deadline.

Example:
“Achieve target within 6 months.”

8.6 Examples of Effective Targets
Here are examples of strong, SMART targets across logistics functions:
Warehouse Targets
e Increase picking productivity from 120 to 150 lines/hour within 3 months.
e Reduce dock-to-stock time from 8 hours to 4 hours by Q3.
Transport Targets
e Improve OTD from 93% to 97% within 6 months.
¢ Reduce cost per mile by 10% through route optimization by year-end.
Inventory Targets
e Reduce DOH from 40 to 30 days within 12 months.
¢ Improve stock accuracy from 95% to 99% within 6 months.
Customer Service Targets
¢ Increase perfect order rate from 88% to 95% within 9 months.
e Reduce complaint rate by 30% by improving packaging quality.
8.7 Common Pitfalls in Benchmarking and Target Setting
Avoid these mistakes to ensure your program succeeds.
1. Setting Unrealistic Targets
Targets that are too aggressive demotivate teams.
2. Changing KPI Definitions Mid-Year
This destroys comparability and trust.

3. Benchmarking Without Context
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A 95% OTD may be excellent in one industry and poor in another.
4. Focusing Only on Lagging Indicators

Lagging indicators show what happened.
Leading indicators show what will happen.

5. Not Linking Targets to Incentives
Targets without incentives lack motivation.
6. Benchmarking Only Once a Year
Benchmarking should be continuous, not annual.
8.8 Why Benchmarking and Target Setting Matter More Than Ever
Today’s supply chains face:

e Rising customer expectations

e Increasing cost pressure

e Global competition

e Volatile demand

e Rapidtechnological change
Benchmarking and target setting help companies:

e Stay competitive

e Improve efficiency

e Strengthen resilience

e Drive continuous improvement

e Alignteams around shared goals

A company that benchmarks well improves well.
A company that sets strong targets achieves strong results.
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Chapter 9 —

Turning KPIs Into Action

KPls are only valuable when they drive improvement.

9.1 The KPI Action Cycle

1.

2.

5.

6.

Measure

Analyse

Identify root causes
Implement improvements
Monitor impact

Adjust and repeat

9.2 Examples of KPI-Driven Improvements

Low pick accuracy = redesign warehouse layout
High transport cost - renegotiate carrier contracts
High DOH > improve forecasting and supplier lead times

High complaint rate - improve packaging or communication
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Chapter 9 — Turning KPIs Into Action
How to transform data into decisions, improvements, and operational excellence

Most organizations measure KPIs. Some analyse them. But only a small number act on
them consistently and effectively.

This chapter is about closing the gap between knowing and doing the gap that
separates average logistics operations from world-class ones. KPIs are not the
destination; they are the starting point. The real value comes from using KPIs to identify
problems, prioritize improvements, and drive sustainable operational change.

This chapter provides a practical, step-by-step framework for turning KPI insights into
real results, supported by examples, tools, and best practices.

9.1 Why Action Matters More Than Measurement
A KPI dashboard without action is just a report.
Many companies fall into the trap of:

¢ Reviewing KPIs in meetings

¢ Discussing performance issues

¢ Assigning vague responsibilities

¢ Moving on without real change

This creates a culture of reporting without improvement — a common failure mode in
logistics organizations.

To break this cycle, companies must:

e Assign clear ownership

e Use structured problem-solving

o Build cross-functional collaboration

e Follow through on actions

e Trackimpact overtime
When done well, KPIs become a powerful engine for operational excellence.
9.2 The KPI Action Cycle

To turn KPIs into results, use this structured six-step cycle. Itis simple, repeatable, and
effective across all logistics functions.
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Measurement is the foundation of improvement. Without accurate data, everything else
collapses.

Step 1: Measure — Establish Reliable, Consistent Data

Key requirements:

o Standard KPI definitions

o Automated data collection

e Reliable systems (WMS, TMS, ERP)

e Clear KPl ownership

o Consistentreporting frequency
Common pitfalls:

e Manual data entry

¢ Inconsistent definitions

e Missing timestamps

e Datasilos

Goal:
Create a single source of truth.

Step 2: Analyse — Turn Data Into Insight
Analysis is where numbers begin to tell a story.
Ask:

e What changed?

e Whydiditchange?

e Whois affected?

e Whatis the impact?

¢ Isthisatrend orananomaly?
Use tools such as:

¢ Trend analysis

¢ Variance analysis

e Correlation analysis
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e Exception reporting

Goal:
Understand what the KPl is telling you.

Step 3: Identify Root Causes — Solve the Real Problem

Avoid the temptation to jump to conclusions.
Most operational issues have multiple contributing factors.

Use structured problem-solving tools:
5 Whys
A simple but powerful method for drilling down to the root cause.
Fishbone Diagram (Ishikawa)
Analyse causes across:
e People
e Process
e Equipment
o Materials
e Environment
e Systems
Pareto Analysis
Identify the 20% of causes that create 80% of problems.
Process Mapping
Visualize the workflow to identify bottlenecks.

Goal:
Fix the root cause, not the symptom.

Step 4: Implement Improvements — Take Targeted Action
Once root causes are identified, implement corrective actions.
Examples:

Warehouse Improvements

o Re-slot fast movers
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e Improve scanning discipline

e Redesign pick paths

¢ Add automation (AMRs, conveyors)
e Introduce batch or wave picking

Transport Improvements

Optimize routes

e Improve carrier selection

Reduce empty miles

Strengthen packaging
e Implementreal-time tracking

Inventory Improvements

Improve forecasting

Reduce safety stock

Implement cycle counting

Rationalize SKUs

e Improve supplier collaboration
Customer Service Improvements

e Improve communication

¢ Enhance packaging

e Standardize documentation

e Train customer service teams

Goal:
Implement solutions that directly address root causes.

Step 5: Monitor Impact — Validate the Results
Track KPlIs before and after improvements.
Ask:

¢ Didthe change work?

e Diditcreate new issues?



e |s performance stable or temporary?

e Do we need to adjust the solution?

o Before/after comparisons
e Control charts
e Trend analysis

Goal:
Ensure improvements are effective and sustainable.

Step 6: Adjust and Repeat — Continuous Improvement
Continuous improvement means:

e Refining solutions

e Scaling successful practices

e Abandoning ineffective ones

¢ Updating targets

o Repeating the cycle
This creates a culture of ongoing performance enhancement.

Goal:
Make improvement a habit, not a project.

9.3 The KPI-to-Action Framework (KAF)

To make the KPI Action Cycle more practical, use this simple framework:
1. KPI Trigger

A KPI deviates from target.

2. Diagnosis

Analyse the deviation.

3. Root Cause

Identify underlying causes.

4. Action Plan

Define corrective actions.
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5. Execution

Implement the actions.

6. Validation

Measure impact.

7. Standardization

Document and roll out improvements.

This framework ensures that every KPI deviation leads to structured action.
9.4 Examples of KPI-Driven Improvements

Here are real-world examples of how KPIs lead to meaningful improvements.
Example 1: Low Picking Accuracy

KPI Insight:
Picking accuracy dropped from 99.2% to 98.1%.

Root Cause:
Fast-moving SKUs placed in difficult-to-reach locations.

Action:
Re-slot SKUs based on velocity.

Result:
Picking accuracy increased to 99.6% within 4 weeks.

Example 2: High Transport Cost per Shipment

KPI Insight:
Cost per shipment increased by 12% year-over-year.

Root Cause:
Low truck utilization and excessive express shipments.

Action:
Implement shipment consolidation and route optimization.

Result:
Transport cost reduced by 9% within 3 months.

Example 3: Rising Backorder Rate

KPI Insight:
Backorder rate increased from 4% to 11%.
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Root Cause:
Supplier lead time variability.

Action:
Collaborate with suppliers, improve forecasting, adjust safety stock.

Result:
Backorder rate reduced to 3% within 2 months.

Example 4: High Return Rate

KPI Insight:
Return rate increased from 2.5% to 4.8%.

Root Cause:
Damage during transport due to inadequate packaging.

Action:
Upgrade packaging materials and train loading teams.

Result:
Return rate dropped to 2.1%.

9.5 Tools for Turning KPIs Into Action
Here are the most effective tools for driving improvement:
1. Root Cause Analysis Tools

¢ 5Whys

e Fishbone diagram

¢ Pareto analysis

e Process mapping
2. Continuous Improvement Tools

o Kaizen

e PDCA (Plan-Do-Check-Act)

e Lean principles

e SixSigma
3. Collaboration Tools

e Cross-functional workshops

e Daily stand-up meetings
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e Visual management boards
4. Technology Tools
o WMS/TMS dashboards
e Real-time tracking
e Workflow automation
e Exception alerts
9.6 Common Mistakes When Acting on KPlIs
Avoid these pitfalls to ensure your KPI program drives real change.
1. Fixing Symptoms Instead of Root Causes

Example:
Adding more staff to fix slow picking instead of improving layout.

2. Acting Without Data

Decisions based on assumptions often fail.

3. Lack of Ownership

If no one owns the KPI, no one improves it.

4. Overcomplicating Solutions

Simple solutions often deliver the biggest impact.

5. Not Following Up

Improvements must be monitored and reinforced.

6. Working in Silos

Many KPl issues require cross-functional collaboration.
9.7 Building a Culture of KPI-Driven Improvement
The most successful companies don’t just track KPlIs, they live them.
A KPI-driven culture includes:

1. Transparency

KPIs are visible to everyone.

2. Accountability

Every KPl has an owner.



3. Continuous Learning

Teams analyse failures without blame.

4. Collaboration

Departments work together to solve problems.

5. Recognition

Successes are celebrated and shared.

6. Leadership Commitment

Leaders use KPIs to guide decisions and model behaviour.

9.8 Why Turning KPIs Into Action Matters More Than Ever

Today’s supply chains face:

Rising customer expectations
Increasing cost pressure
Global disruptions

Rapid technological change

Labor shortages

Companies that act on KPls:

Improve service
Reduce cost
Increase agility
Strengthen resilience

Gain competitive advantage

A company that measures well performs well.

A company that acts on those measurements becomes world-class.
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Conclusion —

Building a KPI-Driven Culture

A KPI program is not a reporting exercise, itis a management system.
To succeed:

e Measure what matters

e Analyse trends

e Setcleartargets

e Build dashboards

e Drive accountability

e Continuously improve

Companies that master KPIs transform logistics from a cost center into a competitive
advantage.

Conclusion —

Building a KPI-Driven Logistics Organization

How measurement, insight, and action transform supply chain performance

Logistics is the circulatory system of modern business. It moves products, connects
suppliers and customers, and ultimately shapes the experience that defines a brand. Yet
despite its importance, logistics performance is often misunderstood, under-measured,
or managed reactively.

This eBook has shown that KPIs are the foundation of operational excellence. They
provide the visibility, clarity, and discipline needed to run a high-performing supply
chain. But KPIs alone are not enough. The real power comes from how organizations use
them to diagnose problems, drive improvements, and aligh teams around shared goals.

As we conclude, let’s bring together the key lessons from this guide and outline what it
truly means to build a KPI-driven logistics organization.

1. KPIs Are Not Numbers — They Are Signals

Throughout this book, we explored dozens of KPIs across warehouse, transport,
inventory, and customer service. But the most important insight is this:

KPlIs are signals that tell you how your supply chain is performing.
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A KPlis not areport.
Itis not a dashboard.
Itis not a spreadsheet.

A KPlis a message, a message about:

e Whatis working

e Whatis failing

 What needs attention

¢ What needs investment

¢ What needs improvement
Organizations that treat KPIs as signals make better decisions, faster.
2. Measurement Without Interpretation Is Meaningless
A KPI value by itself tells you almost nothing.

o A95% fill rate —is that good or bad?

e A4-hour dock-to-stock time —is that fast or slow?

e A 99% picking accuracy — is that improving or declining?
The answer depends on:

e Trends

e Benchmarks

e Targets

o Context

o Correlations

This is why trend interpretation is as important as measurement.
It transforms raw data into insight.

3. Insight Without Action Is Useless

Many organizations stop at analysis. They produce dashboards, hold meetings, and
discuss performance but fail to act.

This is the biggest missed opportunity in logistics.
The organizations that excel are those that:

e l|dentify root causes



e Implementimprovements

e Monitorimpact

e Adjustand refine

e Repeatthe cycle
This is the essence of continuous improvement.
4. Action Without Ownership Does Not Last
A KPI without an owner is a KPI without improvement.
Ownership means:

e Someoneis accountable

e Someone investigates deviations

e Someone drives corrective actions

e Someone monitors results
Ownership turns KPlIs from abstract metrics into real operational levers.
5. Benchmarking and Targets Create Direction

KPIs tell you where you are.
Benchmarking tells you where you stand.
Targets tell you where you want to go.

Together, they create a roadmap for improvement.
Strong targets are:
e Specific
o Measurable
e Achievable
e Relevant
e Time-bound
Targets motivate teams, guide decisions, and create alignment across the organization.
6. Dashboards Turn Complexity into Clarity

Modern supply chains generate enormous amounts of data. Without structure, this data
becomes overwhelming.
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Dashboards simplify complexity by:

Highlighting what matters
e Visualizing trends
o Flagging exceptions
e Supporting decisions
e Enabling accountability
A well-designed dashboard is not just a reporting tool; it is a management system.
7. Culture Is the Ultimate Competitive Advantage
Tools, KPls, dashboards, and processes matter, but culture matters more.
A KPI-driven culture is one where:

e Dataistrusted

Performance is transparent

Problems are addressed, not hidden

Teams collaborate across functions

Leaders model accountability
¢ Improvementis continuous

This culture cannot be bought.
It must be built — through discipline, leadership, and consistency.

8. Logistics KPIs Are a Strategic Asset

In a world of rising customer expectations, global disruptions, and increasing cost
pressure, logistics performance is more important than ever.

Companies that master KPIs gain:
o Faster, more reliable operations

Lower costs

e Higher customer satisfaction
e Better decision-making
e Stronger resilience

e Asustainable competitive advantage
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KPls are not just operational tools, they are strategic assets.
9. Your Next Steps

As you finish this eBook, here are the practical steps to begin or strengthen your KPI
journey:

1. Identify your core KPIs

Focus on the 10-15 metrics that matter most.

2. Standardize definitions

Ensure everyone measures KPIs the same way.

3. Build dashboards

Create clear, role-based dashboards that drive action.
4. Assign ownership

Every KPl needs a responsible person.

5. Set targets

Use benchmarking to define realistic, ambitious goals.
6. Implement the KPI Action Cycle

Measure > Analyse - Identify » Improve > Monitor > Adjust.
7. Build a culture of continuous improvement
Celebrate wins, learn from failures, and keep improving.
Final Thoughts

Logistics is no longer just about moving boxes.
Itis about delivering promises.

KPls, help you keep those promises, consistently, efficiently, and competitively.

By mastering the principles in this eBook, you are not just improving your logistics
operation. You are building a smarter, stronger, more resilient organization one that uses
data to drive decisions, empower teams, and delight customers.

The companies that win in the future will be those that measure well, interpret well, and
act well.

You now have the tools to become one of them.
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These templates give you a structured layout for building dashboards in Excel, Power BI,
Tableau, or any visualization tool.

1. KPI Dashboard Templates

1.1 Warehouse KPI Dashboard Template
Section 1 — Overview
Warehouse Performance Dashboard

Reporting Period:

Warehouse:

Section 2 — Core KPIs | KPI | Target | Actual | Status (R/A/G) | Trend | Owner | Notes | |----
-|-mmmme- |-------- [---mmmmm e [-------- [-------- [-------- | | Picking Accuracy (%) |99.5| | ___

|[™v]___|___||Lines PickedperHour|150|__ | __ |~V |___|__ || Dock-to-Stock
Time(hrs)|4|__ ||~y |__|___||OrderCycleTime(hrs)|12|___|___ |™Vv|_|
_ || Put-Away Accuracy (%) |99 |___|___ |™/¥|__|__ || Capacity Utilization (%) | 85
| ™|

Section 3— Exceptions

Top 5 SKUs with highest picking errors:
1.

2.

3.

4.

5.

1.2 Transport KPl Dashboard Template
Section 1 — Overview

Transport Performance Dashboard

Reporting Period:

Region / Carrier:

Section 2— Core KPIs | KPI | Target | Actual | Status | Trend | Owner | Notes | |----- |[-=------

[r-semos|emsnmeos| o | enenns|-ooeoo| | On-Time Delivery (%) |97 | ___| ___ |~/ |__|__|
| Cost per Shipment ($)|___ | | |™¥|___|__ || Truck Utilization (%) | 85| ___|
— ™y ___|__||DamageRate (%) |<1|__|___ |V |__|__||Empty Miles (%) |
<10|___|__[™MY|__|__||FreightClaimRate (%)|<0.5]|__ |__ |™MV|__|__|
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Section 3— Lane/Carrier Breakdown

Lane/Carrier:

OTD: %
Damage Rate: %
Cost per Mile:

Notes:

1.3 Inventory KPI Dashboard Template
Section 1 — Overview
Inventory Performance Dashboard

Reporting Period:

Business Unit:

Section 2— Core KPIs | KPI | Target | Actual | Status | Trend | Owner | Notes | |----- |-=------

[-------- |-------- [-------- |-------- |-------- | | Inventory Turnover | | | |™¥v|__|__|]|
Days of InventoryonHand | ___|__ |__ |™¥|__|__|]|StockAccuracy (%) |99]|__ |
_ ™Y ___|__||FilRate (%) |98|___|__|™¥|__|__||BackorderRate (%) | <2 |
| I™M¥|__|__||Excess &Obsolete Stock ($) | __ | | |™MV|___|__|

Section 3 — SKU Segmentation
A-Class SKUs:

-FillRate:

-DOH:

- Stock Accuracy:

B-Class SKUs:

C-Class SKUs:

1.4 Customer Service KPl Dashboard Template

Section 1 — Overview
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Customer Service Dashboard

Reporting Period:

Channel:

Section 2 — Core KPIs | KPI | Target | Actual | Status | Trend | Owner | Notes | |----- [--------

[-------- |[-------- [-------- [-------- [-------- | | Perfect Order Rate (%) |95 __ | |™MVv|___ |
|| Order Cycle Time(hrs)|__ | | |™MV|__|___ || Complaint Rate (%) |<1|___|
_ I™MY|__|__||ReturnRate (%) |<2|__|__|™¥|__|___||FirstContact
Resolution (%) |90 __ | |™MY|__ | JIOTIF(%) |97 | | ___|™M¥ |||

Section 3— Complaint Breakdown

Top Complaint Categories:

1. Delivery delay

2. Wrong item

3. Damaged goods

4. Missing items

5. Documentation errors

2. KPI Action Plan Template

Use this template to turn KPI deviations into structured improvement plans.
KPI Action Plan

KPI:

Owner:

Date Identified:

1. KPI Issue Summary:
- Current Value:
- Target Value:

- Gap:

2. Root Cause Analysis:

- Method Used (5 Whys, Fishbone, etc.):
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- Root Cause(s) Identified:

3. Corrective Actions:
Action 1:

- Description:

- Owner:

- Deadline:

- Expected Impact:

Action 2:

- Description:

- Owner:

- Deadline:

- Expected Impact:

4. Required Resources:

- People:

- Budget:

- Tools/Systems:

5. Success Metrics:
- KPI Improvement Target:

-Timeline:

6. Follow-Up Schedule:

- Weekly Review Date:
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- Monthly Review Date:

7. Final Outcome:

- Result:

- Lessons Learned:

- Standardization Needed:
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3. Benchmarking Sheet Template
Use this to compare performance across sites, teams, or competitors.
Benchmarking Sheet

KPI:

Period:

Comparison Groups:
1. Internal Sites
2. Competitors
3. Industry Standards

4. Historical Data

| Group | KPI Value | Target | Gap | Rank | Notes |

|SiteC|_ | __|__|__|__|
| IndustryAvg | | | | |__|
|Best-in-Class | || |___|__|

|LastYear| __ | __ | |__|__|

Insights:

- Strengths:

- Weaknesses:

- Opportunities:

- Risks:
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4. Target-Setting Template (SMART Framework)

Target-Setting Template (SMART)

KPI:

Specific:

- What exactly needs to improve?

Measurable:

- How will success be measured?

Achievable:

- Why is this target realistic?

Relevant:

- How does this support business goals?

Time-Bound:

- Deadline for achieving the target:

Final SMART Target:
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5. Continuous Improvement Log
Track allimprovement initiatives in one place.

Continuous Improvement Log

| Initiative | KPI Impacted | Owner | Start Date | End Date | Status | Result | Notes |

| | | | | | Planned/In Progress/Done |

| | Planned/In Progress/Done |

| | Planned/In Progress/Done |
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Last Word

As you reach the end of this eBook, | want to leave you with a simple but powerful
reminder: KPls are not about numbers, they are about people, processes, and
progress. They are the language of performance, the compass that guides improvement,
and the bridge between where your organization is today and where it has the potential to

go.

The tools, templates, and frameworks you’ve explored in these pages are not meant to sit
on a shelf. They are meant to be used, tested, adapted, refined, and woven into the daily
rhythm of your operations. When applied consistently, they help teams focus on what
matters, leaders make better decisions, and organizations build resilience in a world that
demands agility.

But the real transformation doesn’t come from dashboards or formulas. It comes from
the mindset behind them. A mindset that values clarity over assumptions, accountability
over excuses, and continuous improvement over complacency. A mindset that sees every
deviation as an opportunity, every challenge as a lesson, and every KPl as a chance to get
better.

If there is one message to carry forward, it is this:
Performance excellence is not a destination; it is a discipline.

It is built day by day, decision by decision, and action by action. It grows stronger when
teams collaborate, when leaders listen, and when organizations commit to learning from
their own data. And it becomes unstoppable when everyone understands that
improvement is not a project; itis a culture.

Whetheryou are just beginning your KPl journey or refining a mature performance system,
I hope this eBook has given you the clarity, confidence, and tools to take your next step.
The future of logistics belongs to the organizations that measure well, think deeply, and
act decisively.

Now it’s your turn.

Take what you’ve learned.

Apply it with intention.

And build a supply chain that performs with purpose, precision, and pride.

Your KPIs are waiting and so is your next level of excellence.
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