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A hierarchy connecting business outcomes to product outcomes, input drivers, workflow measures, and
operational guardrails.

Problem it solves

Teams monitor many metrics without understanding causal relationships, ownership, or how product
behavior contributes to business outcomes.

When to use it
A team needs to connect product metrics with strategy.
A North Star metric lacks actionable input drivers.
Functions use conflicting metric definitions.

Leaders need to diagnose why an outcome changed.

When not to use it
*  Causal relationships are presented as proven without evidence.
Metrics have no owners or instrumentation.

*  The tree is used to reward local optimization at the expense of guardrails.

Inputs
Business objective
Customer value definition
Core product workflows
Lifecycle and behavioral data
Operational constraints

Economic model

Process

1. Define outcome - Choose the customer and business outcome the tree must explain.
2. Select product outcome - Identify the product behavior most closely representing delivered value.

3. Map drivers - Break the outcome into influenceable adoption, engagement, workflow, and quality
drivers.

4. Add diagnostics - Include segment, funnel, error, and operational measures.

5. Add guardrails - Protect reliability, fairness, support burden, cost, and unintended effects.



6. Assign ownership - Define metric definitions, data sources, owners, thresholds, and review
cadence.

7. Validate relationships - Use analysis and experiments to test the assumed connections.

Decision points
Does this metric represent value?
Can the team influence it?
Is it leading, lagging, or diagnostic?
What guardrail prevents harmful optimization?

Is the relationship evidenced or hypothetical?

Outputs
KPI hierarchy
Metric dictionary
Instrumentation plan
Ownership matrix
Threshold model

Review dashboard

Success measures
Outcome movement
Driver predictiveness
Instrumentation completeness
Metric-definition consistency

Decision usage

Portfolio application

| use KPI trees to connect product missions and workflow outcomes with adoption, quality, operational
health, and business value.

Common pitfalls
Creating a decorative metric tree.
Confusing correlation with causation.
Using one metric without guardrails.
Ignoring segment-level behavior.

Failing to retire unhelpful measures.

Skills demonstrated



KPI design

Product analytics

Causal thinking
Instrumentation
Executive communication

Outcome management

Interview discussion prompts
How do you select a North Star metric?
How do you distinguish input and output metrics?
Which guardrails matter for Al products?

How do you validate the relationships in a KPI tree?

This is a portfolio framework and is not legal, regulatory, compliance, financial, or medical advice.



