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01

Begin with the decision, not the dashboard
An executive deciding where to allocate budget needs a different view from a dispatcher monitoring

booked jobs or a campaign manager diagnosing lead quality. List the recurring decisions first, then define

the smallest set of metrics required for each.

Agree on lifecycle stages and entry criteria. Terms such as lead, qualified lead, opportunity, booked

appointment, estimate, job, customer, and revenue must have operational definitions and owners.

Without that foundation, a polished dashboard only makes inconsistent data easier to distribute.

Terms such as lead, qualified lead, opportunity, booked appointment, estimate, job,
customer, and revenue must have operational definitions and owners.

02

Preserve multiple source perspectives
First-user source, session source, conversion source, platform attribution, call tracking, and self-reported

discovery answer different questions. Store them separately. Overwriting one generic lead-source field

destroys useful history and creates arguments the data can no longer resolve.

Google Analytics also applies different scopes and attribution logic across reports. A user-scoped source

describes acquisition, a session-scoped source describes a visit, and event-scoped dimensions can

allocate credit for a key event. Dashboard labels should identify which perspective is being shown.

● Original acquisition source
● Most recent qualified session or campaign
● Conversion event and landing page
● Call or form tracking identifiers
● Self-reported “How did you hear about us?”
● CRM opportunity and revenue source logic

Google Analytics also applies different scopes and attribution logic across reports.
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03

Create a durable join strategy
Capture campaign parameters and click identifiers at the point of conversion, then persist the approved

values into CRM fields. Use stable contact, opportunity, appointment, estimate, or job identifiers when

exchanging data between systems. Timestamps and lifecycle history matter because records change

after the initial conversion.

For home-service businesses, connect the lead with call outcome, booking, dispatch, estimate, sold job,

completed revenue, cancellations, and refunds where the platform permits it. For B2B, connect contacts

to accounts and opportunities rather than counting each form submission as independent demand.

For B2B, connect contacts to accounts and opportunities rather than counting each
form submission as independent demand.

04

Separate observed facts from modeled credit
Observed facts include the campaign parameters captured on a form, a call tracking record, a CRM

stage change, or a completed job. Attribution is an interpretation that assigns credit across interactions.

Both are useful, but they should not be presented as the same thing.

Privacy controls, browser restrictions, cross-device behavior, offline conversations, and missing

identifiers create unavoidable gaps. Google Analytics may model some key events when direct

observation is unavailable. Report ranges, unattributed shares, reconciliation differences, and known

limitations rather than hiding them.

05

Build a dashboard that leads to action
A useful executive view might show qualified pipeline or booked revenue, acquisition cost, conversion by

lifecycle stage, source contribution, trend, and data-quality status. Operational views should expose the

queues behind those metrics: missed calls, unassigned leads, aging estimates, failed workflows, or

unclassified revenue.

Create a review cadence and assign metric owners. Investigate material changes in volume, conversion,

source mix, latency, or reconciliation. The dashboard becomes valuable when it changes a decision or

reveals a broken workflow—not when it contains the most charts.
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Key Takeaways
● Define the business decisions and lifecycle stages before designing a dashboard.
● Preserve first-touch, session, conversion, and self-reported context instead of forcing one source field

to answer every question.
● Use stable identifiers and timestamps to connect marketing activity with CRM and revenue events.
● Document attribution limits and reconcile reported outcomes with operational systems.
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Sources
1. Google Analytics: Attribution — https://support.google.com/analytics/answer/14547371

2. Google Analytics: Traffic-source dimension scopes — https://support.google.com/analytics/answer/11080067

3. Google Analytics: Modeled key events — https://support.google.com/analytics/answer/10710245


