
OTT KPI Dashboard Template Fora Soft Learn
Organize the dashboard by decision, not by data source. Put one North Star on top, then a panel per lever. Against every metric write a target and the decision a breach is allowed to
trigger. If no value of a number would change a decision, it does not belong here. Fill in the targets (target%) for your business model and scale.

NORTH STAR (one metric above all)
Engaged watch time per subscriber — the value that predicts renewal (SVOD). AVOD: viewed ad impressions. TVOD: purchases per active viewer.

QUALITY (QoE) → ladder & CDN [Blocks 2–3]

Rebuffering ratio — target < 0.5% · breach → re-tune encoding ladder / shift
CDN.
Video startup time (p99) — target < 2 s · breach → CDN or ladder review.

Playback-failure rate — target < target% · breach → investigate origin /
packaging.

MONETIZATION → price & packaging [Block 5]

Trial-to-paid conversion — target > target% · breach → revisit price /
packaging.
Involuntary churn — target < target% · breach → dunning / smarter card
retries.
Ad fill / yield (AVOD) — target > target% · breach → review ad stack / demand.

DISCOVERY → recommendations [Block 7]

Week-4 cohort retention — target > target% · breach → review
recommendations.
Home-screen click-through — target > target% · breach → refresh metadata /
artwork.
Completion rate — target > target% · breach → re-rank rows / improve search.

OPERATIONS → run it live [Blocks 3.9 / 9.6]

Concurrency vs capacity — target < 70% · breach → add CDN / origin capacity.

Error-budget burn rate — target < 1× · breach (fast) → page on-call now.

QoE by region / device / CDN — no single slice red · breach → localize & fail
over.

THE LOOP, AND THE TEST THAT PROVES A CHANGE

A dashboard is only the first quarter of the work. Run the full loop every week: MEASURE the platform, DECIDE which lever a breach points at, CHANGE one thing, then MEASURE
AGAIN to confirm the change did what you predicted — most analytics programs fail by stopping after the first step. Match the tempo to the decision: quality and operations turn
by the minute, discovery and retention by the week, pricing and packaging by the quarter. Above all, prove every change with a controlled experiment (an A/B test): split
comparable viewers into a group that gets the change and a group that does not, so the difference between them is the change's true effect and not a holiday, a hit title, or a
competitor's outage. State the hypothesis before you look, and set guardrail metrics — numbers that must NOT get worse, such as rebuffering or churn — so a change that lifts
watch time while quietly breaking something is caught before it ships to everyone. Be data-informed, not blindly data-driven: the experiment kills the bad ideas and narrows the
field, but a human still owns the call, because a metric can only measure what you already thought to instrument. And remember the boundary: viewing history is sensitive
personal data, so run the loop inside VPPA and GDPR — optimize on it, but mind consent, retention, and what you share.

www.forasoft.com/learn/ott/articles-ott/from-metrics-to-decisions-analytics-capstone
Companion to: 'From Metrics to Decisions: The OTT Analytics Capstone'
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GO DEEPER · THE 7-VOLUME HANDBOOK

Fora Soft Video Engineering
Handbook
Seven volumes, 9,000+ pages: encoding, streaming, audio
and AI for video products — from the pixel to production.
By Nikolay Sapunov, CEO at Fora Soft · Kindle & paperback on Amazon

Browse the handbook on Amazon →

This template ties every KPI to a target and the decision a breach triggers, under one North Star
metric. Our seven-volume handbook explains the engineering behind those levers. Start with
Volume 3 for QoE monitoring, ABR and CDN choices, then Volume 2 for latency and Volume 1 for
encoding quality.

WHAT YOU WILL FIND INSIDE

Rebuffering and startup time as QoE signals Ladder re-tuning and CDN switching

Player beacons and CMCD telemetry Encoding quality behind watch time

THE FULL HANDBOOK · 7 VOLUMES · 9,000+ PAGES · ALL ON AMAZON

Vol. 1 · Video Encoding — pixels and color to H.264, HEVC, AV1, quality metrics and AI
Vol. 2 · Video Streaming I — network transport, contribution and ingest, HLS, MPEG-DASH, CMAF
Vol. 3 · Video Streaming II — ABR, CDNs, players, WebRTC, DRM and the economics of delivery
Vol. 4 · Audio for Video I — PCM, codecs, loudness, accessibility, real-time voice processing
Vol. 5 · Audio for Video II — jitter buffers, lip sync, Atmos, quality metrics, neural codecs
Vol. 6 · AI for Video I — models and inference, computer vision, speech, search, generative video
Vol. 7 · AI for Video II — real-time pipelines, agents, serving, cost, compliance, verticals

Have dashboards full of metrics but no decisions coming out?
We will rebuild your KPI set around one North Star, wire QoE beacons to the levers, and set up
A/B tests that prove each change. 250+ video products shipped since 2005.

Book a 30-min call → WhatsApp → Email us →

Fora Soft · www.forasoft.comFora Soft · video & real-time AI engineering since 2005 · 250+ projects
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