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“How can we make sure dashboards actually benefit teams?”

Facilitator: Jason Soesman, Business Consultant (Blueprofs)

I. Summary

Core Question: How can we make sure dashboards actually benefit teams?

Who Was in the Room
e Netherlands - Programmamanager Waterveiligheid, -systeem en -keten at Het
Waterschapshuis
e Netherlands - Product Manager/Lead Product Owner contributing to climate
resilient cities with smart loT solutions at Orbia
Finland Business Development Manager at StormHarvester
Netherlands - CCO XPP
Netherlands - Managing Partner at Blueprofs
Netherlands - Senior Consultant

The main discussion was around policy, operational and design topics. Focused on how
organizations should structure and govern dashboards so they drive real team behavior,
not just reporting.

What Was Discussed

The group identified a recurring failure pattern: dashboards get built too quickly, too
generically, and without a clear link to action. The result is teams looking at numbers
without knowing why they matter or what to do next.

Key tensions surfaced:

Dashboards built for management, not for the teams doing the work

Data without purpose — KPls exist, but no clear guideline to act on them
Proactivity gap, even when data is visible, action doesn't always follow in time
Different teams and timeframes have different needs, one size doesn't fit all

Il. Top Challenges
Challenge 1: Dashboards are built before the "why" is established

Teams jump to dashboarding as a default response to data availability, without first
defining what decision or action the dashboard should trigger. This was identified as the
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root cause of most dashboard failures. It is a systemic and organisational barrier, not a
technical one.

Challenge 2: Dashboards serve management, not the teams doing the work

There is a structural disconnect between who commissions dashboards (management)
and who needs to act on them (operational teams). This creates tools that report
upward but don't guide daily decisions. This is a political and human barrier, dashboards
reflect power structures more than operational need.

Challenge 3: Data is visible but action doesn't follow

Even when dashboards exist and data is correct, teams don't always act proactively or
in time. This was identified as a gap in proactivity and organisational culture The
dashboard stops at insight but never completes the loop to decision and action.

lll. Practical Solutions, Tools, Approaches, & Best Practices

Challenge 1: Start from purpose, not data

The group proposed beginning every dashboard initiative with the Golden Circle
framework (Why — How — What) and mapping key triggers first, such as risks,
compliance signals, costs, complaints, and win/loss patterns. Only after those are
defined should data and visualisation follow.

Challenge 2: Build with users, not for them

Rather than pushing a finished dashboard to teams, the group advocated co-designing
with the people who will use it. This means involving operational staff early, iterating
based on their actual decision moments, and treating the dashboard as a living tool
rather than a delivery artifact.

Challenge 3: Embed PDCA loops and call-to-action into the design

The group proposed that every dashboard element should be explicitly linked to an
action, process or review cycle. KPIs alone are insufficient; each indicator should point
towards a next step, owner, or escalation path. The PDCA (Plan-Do-Check-Act) model
was named multiple times as a practical framework for this.

Enabling adoption as a parallel workstream

A key insight was that technical dashboard quality means little without organisational
readiness. The group identified training, clear ownership, guidelines, and active change
management as non-negotiable alongside any dashboard rollout.

IV. Main Industry Takeaways

1. A dashboard without a trigger is just a report.
Water organisations must stop treating dashboards as the end product of a data
project. If a dashboard does not clearly connect to a decision, an action, or an
owner, it will be looked at but not acted upon. Define the trigger first, build the
visualisation second.



2. The adoption problem is a design problem in disguise.
When teams don't use dashboards, the instinct is to invest in training or
communication. But the root cause is usually that the dashboard was never
designed around how those teams actually work. Co-design with operational
users is not a nice-to-have, it's the difference between a tool that gets used and
one that gets ignored.

3. Change management must be funded alongside the dashboard itself.
Deploying a dashboard without investing in ownership, guidelines, and
behavioral change is incomplete by design. Water sector organisations should
budget for the human side of dashboard adoption with the same seriousness as
the technical build.

—_—
NCRNE9G ity 5 giout
o pucPoce - Stoxeholoess

o Mow g Furue
* olown Circke







