
About the Playbook
The PATH Canvas is a free, collaborative tool to help you break down strategic goals into actionable steps and 
measurable outcomes. It’s designed for people seeking clarity in achieving business objectives and outcomes.

This guide walks you through the key elements of the PATH Framework: Policy, Action, Team and Habit, as well as 
essential tools like Key Performance Drivers and Frameworks. Along the way, it provides practical advice and tools 
to ensure alignment, focus, and effectiveness.

Whether you're launching a product, scaling a business, or optimizing processes, this guide helps you turn strategy 
into measurable success.

The PATH Canvas Building Blocks

Frameworks
Frameworks are essential tools that break down business situations into clear, actionable Key Performance 
Drivers. Instead of relying on unstructured planning, these frameworks provide proven methods for turning 
strategy into action.

ROKS KPI Tree – Structures strategic, tactical, and operational KPIs for business-​wide alignment.
KPI Tree – Links customer behavior, product metrics, and business impact.
Goal Tree – Breaks down complex strategic objectives into actionable steps.
OKR Tree – Tracks quarterly performance and aligns individual or team goals.
4DX Tree – Focuses on execution and accountability for mission-​critical objectives.
Lean Analytics – Applies data-​driven iteration and experimentation to optimize products or business 
strategies.

Each framework offers a unique lens for strategic alignment, performance tracking, and continuous 
improvement. Together, they ensure that every initiative is clearly defined, executed efficiently, and measured 
effectively. Choose the framework that fits your challenge—​be it strategic vs. operational, long-​term vs. short-​
term, or problem-​solving vs. execution—​to drive business success.

You can also use alternative frameworks or create your own. The PATH Canvas encourages flexibility, allowing 
teams to tailor approaches that suit their unique challenges and business needs while maintaining structure and 
clarity.

Key Performance Drivers

The PATH Canvas helps you...
ALIGN TEAMS AND OBJECTIVES
Break down complex goals into clear, actionable 
components. Ensure every team is aligned on 
priorities, outcomes, and the steps needed to achieve 
them.

MEASURE WHAT MATTERS
Identify the most relevant KPIs for your activities and 
goals. Focus on metrics that provide meaningful 
insights and drive impactful decisions.

OPTIMIZE YOUR STRATEGY
Uncover gaps, redundancies, and areas for 
improvement by mapping objectives, themes, and 
activities. Use these insights to refine and streamline 
your strategy.

CREATE ACCOUNTABILITY AND CLARITY
Establish a shared understanding of responsibilities 
and success metrics. Empower teams to track 
progress, evaluate results, and stay accountable for 
outcomes.

DRIVE ACTIONABLE RESULTS
Transform high-​level goals into measurable, results-​
oriented actions. Use the PATH Canvas as your 
blueprint for execution, ensuring every effort 
contributes to your overarching objectives.

Key Performance Drivers (KPDs) are the fundamental drivers (forces or factors) that influence success toward 
desired outcomes. Instead of just listing metrics (KPIs), KPDs include the full chain of planning and execution:

North Star Metric (NSM) - A single, overarching measure that reflects the organization’s core value and 
drives key outcomes such as revenue growth, user engagement, or customer retention.
Goals - High-​level aspirations or outcomes an organization, a team or project aims to achieve. Goals set the 
overarching vision, providing a compelling ‘why’ that drives performance forward.
Objectives – Specific, time-​bound milestones that break goals into tangible achievements. They provide the 
how to translate broad goals into a clear, trackable roadmap for driving focused action.
Activities – Operationalize objectives by serving as the hands-​on forces that turn planning into reality 
through daily or weekly tasks and initiatives that drive progress toward objectives.
KPIs – Gauge how effectively goals and objectives are being met. KPIs measure progress, offering feedback 
loops that motivate improvement and guide decision-​making.

NSMs, Goals and objectives set the target, activities execute, and KPIs measure. This cycle creates a feedback 
loop — the essence of continuous performance improvement.

So everyone knows what they are driving (NSMs and goals), how they’ll get there (objectives and activities), and 
how progress is measured (KPIs). This clarity fosters ownership and focus across the organization.

The PATH Canvas is a structured framework designed to help organizations achieve their strategic goals by 
focusing on four core elements: Policy, Action, Team, and Habit. It ensures that big-​picture objectives translate 
into actionable steps, fostering alignment, clarity, and continuous improvement across all levels.

Policy – Sets the strategic foundation by defining the overarching goals, aligning with broader company 
objectives, and establishing clear ownership and guidelines.
Action – Translates strategic intent into measurable execution through Key Performance Drivers. It uses 
proven frameworks such as ROKS KPI Tree, KPI Tree, Goal Tree, OKR Tree, 4DX Tree, and Lean Analytics to 
ensure consistent planning, progress tracking, and accountability.
Team – Clarifies roles, responsibilities, and collaboration methods. It defines who does what, how teams 
coordinate, and how decisions are communicated or escalated.
Habit – Establishes ongoing routines and practices to maintain momentum, foster continuous improvement, 
and keep teams aligned over time.

The PATH Canvas sets the target (Policy), defines how to achieve it (Action and Team), and ensures lasting 
momentum (Habit). This ensures everyone knows what they’re working toward, how to get there, and how 
success is sustained—​fostering clarity, ownership, and focus across the organization, team or project.

GOAL Canvas

Best Practices 

Make goals specific and action-​driven. 
Avoid generic statements and clearly 
define what needs to be accomplished.

Communicate the “why” behind the goal, 
as people commit more when they 
understand its impact.

Common Pitfalls

Neglecting cross-​functional dependencies 
can hinder success. Address them early to 
ensure smooth collaboration.

Failing to celebrate small wins can hurt 
motivation. Recognize and reward progress 
along the way.

Step 1: Brainstorming & Refinement - Determine what the business or 
team aims to achieve and align it with the company’s overall mission 
and vision.

Step 2: Define the Goal Name and Description - ​Use clear, inspiring 
language to define the goal and ensure it provides strategic direction.

Step 3: Establish Success Criteria - Define goal achievement with clear 
qualitative and quantitative metrics, avoid vague terms like “innovative” 
or “best-​in-​class.”

Step 4: Establish Success Criteria - ​Identify key risks that could hinder 
success and develop potential mitigation strategies.

Step 5: Prioritize the Goal - Rank its importance relative to other goals 
and ensure leadership alignment on its priority level.

Step 6: Set a Timeframe -  Set a realistic timeframe, align it with 
business cycles, project phases, or market conditions.

Step 7: Assign an Owner - Assign a responsible individual or team to 
ensure accountability, define their role in execution and monitoring.

KPI Canvas

Frame the GOAL

North Star Canvas

A Goal is a broad, mid- to long-​term aspiration that defines the desired future state and guides 
planning and execution. It should be ambitious yet achievable, inspiring teams while 
remaining practical. Goals serve as the foundation, shaping objectives, tactics, and key metrics.

Define what you want to achieve.

Description:

Success Criteria:

Risks/Challenges:

Priority:

Name: A concise, clear title for the goal.
E.g.: "Go-​to-​Market of New AI Features."

A brief explanation of what the goal entails and why it matters.
E.g.: "Launch and promote AI-​powered enhancements to drive engagement, 
differentiate the product, and accelerate feature adoption and revenue growth."

Clear indicators of what success looks like.
E.g.:"Increase AI feature usage by 30% among existing customers; Drive 20% 
adoption among new customers; Boost subscriptions by 15% in 6 months."

Potential obstacles that may hinder the achievement of the goal.
E.g.: "Customers might be wary of AI solutions due to data security or 
performance concerns, Limited budget or headcount to manage campaigns"

Relative importance of the goal compared to others (e.g., High, Medium, 
Low).
E.g.: "High priority due to market situation."

Timeframe: The period within which the goal should be achieved.
E.g.: "Months (Starting Q2 to end of Q3)"

Owner: The person or team responsible for achieving the goal.
E.g.: "Sarah, Head of Product Marketing"

Define the Goal by placing Post-​it notes in designated fields.

Step-​by-​Step Guide

Identify how you want to achieve your goal.

Description:

Key Results

Risks/Challenges:

Priority:

Name: A concise title that describes the objective.
E.g.: "Optimize User Onboarding Experience for AI Features."

A brief explanation of what the objective entails and why it is important.
E.g.: "Streamline and improve the in-​app user journey so that both new and 
existing users can easily discover, activate, and realize value from the AI 
functionality."

Measurable outcomes that indicate progress toward the objective.
E.g.: "25% decrease in user drop-​off after first AI feature trial. Increase self-​service 
adoption rates by 15%, indicated by completion of in-​app tutorials."

Potential obstacles that could hinder achieving the objective.
E.g.: "AI features might clutter the interface, leading to user confusion. 
Development sprints may delay updates to the onboarding flow."

The level of importance compared to other objectives (e.g., High, Medium, 
Low).
E.g.: "High"

Timeframe: The period within which the goal should be achieved.
E.g.: "Continuous throughout Q2 and Q3."

Owner: The person or team responsible for driving the objective forward.
E.g.: "Michael, Product Manager (In collaboration with Product Marketing)"

Step-​by-​Step Guide

Description:

Key Results

Ressources:

Priority:

Name: A short, clear, action-​oriented title for the tactic or activity.
E.g.: "Implement In-​App Onboarding Tours"

A brief explanation of the tactic or activity, its purpose, and its importance.
E.g.: "Integrate guided walkthroughs that highlight AI-​specific functionalities the 
first time a user logs in after upgrade/installation."

Measurable success indicators directly linked to the tactic’s impact.
E.g.: "15% increase in first-​week activation rate for the AI features. 10% reduction 
in support tickets related to AI feature confusion."

The budget, tools, personnel, or technology needed for effective execution.
E.g.: "UX designer, front-​end developer, product manager, product marketing."

The urgency or importance level to guide resource allocation.
E.g.: "High"

Timeframe: The deadline or timeframe for executing the tactic.
E.g.: "Q2 for initial rollout, iteration in Q3"

Owner: The designated person or team responsible for executing the tactic.
E.g.: "Michael, Product Manager"

KPIs are critical for tracking performance and measuring the effectiveness of goals, 
objectives, and tactics. They indicate progress toward desired outcomes and provide data-​
driven insights to monitor progress, identify improvements, and ensure accountability.

Actual Value:

Target Value

Frequency:

Status:

Name: A concise title that describes the KPI.
E.g.: "AI Feature Onboarding Completion"

The current measurement of the KPI at a given point in time.
E.g.: "8%"

The desired or expected measurement for the KPI.
E.g.: "20% (6 months)"

How often the KPI is measured and reviewed (e.g., daily, weekly, monthly, 
quarterly).
E.g.: "Bi-​weekly"

The current state of the KPI (e.g., On Track, Slightly Behind, Need 
Improvement, At Risk).
E.g.: "Slightly Behind"

Owner: The person or team responsible for monitoring and achieving the KPI.
E.g.: "Michael, Product Manager"

Assign KPIs to measure success and ensure alignment.
Identify and Assign KPIs

Best Practices 

Ensure the objective are results-​oriented, 
not activity-​focused. Example: Instead of 
“Run campaigns,” use “Increase awareness 
among target customers.”

Ensure objectives are actionable and 
realistic and avoid vague aspirations and 
focus on tangible improvements.

Common Pitfalls

Setting objectives too broad lacks 
specificity, making success difficult to track.

Overloading teams with objectives dilutes 
focus and resources—​prioritize effectively.

Step 1: Brainstorming & Refinement – Collaboratively define and 
refine objectives that align with the goals.

Step 2: Define the  Name and Description - Use clear, action-​oriented 
language to define the Objective and why it matters.

Step 3: Set Key Results – Define quantifiable success measures (e.g., 
"Increase NPS from 45 to 60") using SMART criteria (Specific, 
Measurable, Achievable, Relevant, Time-​bound).

Step 4: Identify Risks & Challenges – Anticipate obstacles (budget 
constraints, resource limits, external factors) and develop mitigation 
strategies.

Step 5: Determine Priority – Rank its importance among other 
objectives and ensure leadership alignment.

Step 6: Set a Timeframe – Establish a deadline that is ambitious yet 
achievable.

Step 7: Assign an Owner – Clearly designate responsibility to ensure 
accountability.

Chunk your Objetives

Objectives break goals or NSMs  into clear, measurable outcomes. They are specific, action-​
oriented targets that support a goal, providing a structured path for progress and helping 
teams focus on impactful activities.

Define actions that contribute to achieving your objective.
Chunk Tactical Activities

Tactics/Activities are specific actions or tasks executed to achieve objectives. They define 
the operational steps needed to drive progress, allocate resources, and ensure objectives are 
met. As actionable initiatives, they translate strategy into effective execution.

Step-​by-​Step Guide Best Practices 

Use data to shape tactics and measure 
effectiveness, enabling data-​driven 
decisions and strategy optimization.

Break down larger initiatives into smaller, 
manageable tasks to track progress and 
adjust strategies effectively.

Common Pitfalls

Underestimating resource requirements  
can cause delays and poor execution.

Overly ambitious deadlines can lead to 
rushed and ineffective implementation

Step 1:  Brainstorming – Create tactics that align with an objective and 
contributes to key results and business impact.

Step 2: Define the  Name and Description - Clearly define the tactic 
using action-​oriented language to describe the planned activity.

Step 3: Establish Key Results – Define clear, measurable success 
indicators aligned with the objective's success criteria.

Step 4: Identify Required Resources – Outline the required budget, 
personnel, and tools. Secure approvals and allocate resources in 
advance.

Step 5: Determine Priority – Rank the tactic’s priority among other 
activities and ensure leadership alignment and execution feasibility.

Step 6: Set a Timeframe – Set a realistic deadline for implementation.

Step 7: Assign an Owner – Assign a responsible individual or team with 
the necessary authority and resources for execution.

A North Star Metric single, high-​impact key metric reflecting the primary value delivered to 
customers and the business’s long-​term success. It guides strategic decisions, aligns teams, 
and drives growth, serving as the ultimate indicator of business performance.

Define the KPIs by placing Post-​it notes in designated fields.
Define the Objective by placing Post-​it notes in designated fields. Define the Tactics/Activities by placing Post-​it notes in designated fields.

Step 1:  Assign Primary KPIs  – Assign and name one or more primary 
KPIs. Use the KPI Bank to identify the most suitable options.

Step 2:  Set Actual and Target Values – Clearly state the baseline 
(current) KPI measurement at a given point in time. Use it as a 
benchmark to define success and track progress.

Step 3: Target Value – Define the desired KPI value that indicates 
success, ensuring it aligns with the key results of the goal, objective,
or tactic.

Step 4: Set Frequency – Decide how often the KPI will be measured and 
reported, aligning it with reporting and review cycles.

Step 5: Assign an Owner – Designate a responsible individual or team 
with the necessary tools and authority to track and achieve the KPI.

Step 6: Regularly Review – Periodically assess the KPI to ensure it 
remains on track and relevant. Set the KPI status to reflect its current 
state, and initiate activities as needed to meet success criteria.

Define the North Star Metric
Align your team’s focus for growth.

Step-​by-​Step Guide Best Practices 

Use a mix of leading and lagging indicators 
to provide a comprehensive view of 
performance.

Limit KPIs to the most critical metrics for 
clarity and manageability.

Common Pitfalls

Focusing solely on lagging indicators can 
provide a misleading view of performance, 
as they reflect past results rather than 
current progress or future potential.

Avoid choosing vanity metrics; select KPIs 
that measure actual performance, not just 
surface-​level data.

Step-​by-​Step Guide Best Practices 

Ensure cross-​functional alignment and all  
departments should understand and 
contribute to improving the NSM

Communicate the “why” behind the NSM, 
as people commit more when they 
understand its impact.

Common Pitfalls

Ignoring data accuracy undermines the 
NSM’s reliability due to inconsistent or 
inaccurate data.

Failing to adapt the NSM can hinder 
growth; it should evolve as the business 
grows and market conditions change.

Step 1: Identify Core Business Value - Determine the primary metric 
that delivers business value to customers.

Step 2: Select the Metric - ​Choose a metric that reflects your core 
business value, can be measured accurately and consistently, and use 
the KPI Bank from kpi.zone to find the most suitable option.

Step 3: Define the Business Value - Explain why this metric is crucial for 
business success, highlighting its impact on customer satisfaction, 
revenue, and growth.

Step 4: Set a Target Value - Base the target on historical data, market 
benchmarks, and business goals. Ensure it is ambitious yet achievable.

Step 4: Set Frequency – Decide how often the NSM will be measured 
and reported, aligning it with reporting and review cycles.

Step 5: Assign an Owner – Designate a responsible individual or team 
with the tools and authority to track and achieve the NSM.

Step 6: Regularly Review – Regularly assess the NSM to ensure it stays 
on track and relevant. Initiate actions as needed to meet success criteria.

Objective Canvas Activity Canvas

Define the North Star Metric* by placing Post-​it notes in designated fields.
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*North Star Metric (NSM) or One Metric That Matters (OTM) are synonyms for strategic key measures. 

Description:

Target Value:

Frequency:

Status:

Name: A concise title that describes the metric.
E.g.: "Monthly AI Feature Engaged Users (MAFEU)."

A brief explanation of why this metric is critical to the business’s long-​term 
success.
E.g.: "This metric measures how many unique active users are consistently leveraging 
the new AI features each month."

The desired or expected measurement for the NSM.
E.g.:"15,000 Monthly AI Feature Engaged Users within 6 months of launch."

How often the KPI is measured and reviewed (e.g., daily, weekly, monthly, 
quarterly).
E.g.: "Weekly"

The current state of the KPI (e.g., On Track, Slightly Behind, Need Improvement, 
At Risk).
E.g.: "8,000 MAFEU – On Track"

Owner: The person or team responsible for achieving the goal.
E.g.: "Sarah, Head of Product Marketing"
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Set the Strategic Goal(s)

Define what you want to achieve that aligns with the desired 
business outcome. Provides overall direction and purpose. It is 
High-​level, strategic, and not directly measurable.

ROKS KPI Tree

The KPI Tree is a performance-​oriented tool that measures 
success and tracks progress at all levels. It breaks down high-​
level goals into granular results and key KPIs, creating a clear 
hierarchy that links performance metrics to overall objectives.

Strategic Goal Theme Tactic KPI

Chunk Objectives

Identify how you plan to achieve your strategic goal and break it 
down into SMART objektives. If nessesary, attach a KPI to 
measure a specific outcome. 

Chunk Tactical Activities

Define your actions that contribute directly to achieving each 
objective. Break your objectives down into concrete and 
actionable tasks.

Identify and Assign KPIs

Assign KPIs to each activity to measure success and ensure 
alignment. If necessary, break them into relevant, specific, and 
tangible KPIs so everyone clearly understands success and can 
measure progress.

Set the Key Metric 

Identify the key measure that best reflects e.g. the value 
delivered to customers. Place it at the top of the tree (this is the 
"root" node). Make sure everyone in the team is aligned on this 
key indicator.

KPI Tree by Petra Wille

Identify Primary Drivers

Identify the child KPI's that directly influence the k﻿ey measure. 
These key results should be linked to the NSM through clear 
mathematical relationships—​whether additive, multiplicative, or 
ratio-​based.

Break Down Each Driver into Secondary Drivers

For each primary driver, identify secondary KPI's that affect 
it. Use solid lines for proven and dotted lines for hypothesized 
relationships. Add tactics to validate or refute these 
assumptions over time.

Identify Actionalbe Metrics

Iterate to identify actionable, measurable metrics that teams can 
influence to drive impact. Ensure each team member understands 
their KPIs, their role, and how their work supports broader 
objectives.

The KPI Tree deconstructs an organization’s key measure (e.g., a 
North Star Metric) into tangible sub-​KPIs. This hierarchy illustrates 
how performance metrics interconnect, enabling teams to prioritize 
high-​impact activities for business success.

Key Indicator Sub-​KPI's Sub-​KPI's Sub-​KPI's
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Dashed lines represent hypotheses
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GOAL Tree

The Goal Tree is a planning and execution tool that breaks 
down high-​level goals into actionable objectives, tactics, and 
KPIs. This hierarchy clarifies how each activity supports the 
strategic goal, enabling progress tracking, gap identification, 
and focused execution.

Goal
Critical Success 
Factors (CSF's)

Necessary 
Conditions (Measurement)

Set the Strategic Goal

Define a strategic goal aligned with broader business objectives 
to provide clear direction and focus. It should be high-​level, 
aspirational, and serve as a guiding principle rather than a 
measurable target.

Identify the Critical﻿ Success Factors (CSF's)

Break down the abstract goal into specific, achievable 
objectives, to provide clarity on what needs to happen for the 
goal to be realized. Use the SMART criteria to ensure clarity and 
precision. If needed, attach a KPI to measure the outcome.

Chunk Tactical Activities (or Necessary Conditions)

Identify concrete, actionable activities — the essential 
building blocks of execution that define how the objective will 
be achieved. They bring focus and align the team on what 
must be done.

Identify and Assign KPIs (Optional)

Assign KPIs to measure the success of each tactic, indicating if 
you're on track or off track. Ensure each KPI is clear, relevant, and 
actionable. Make sure every team member understands their role 
in achieving these key metrics.

OKR Tree

The OKR Tree is used to visualize the relationship between 
Objectives and Key Results. It extends the classic OKR model 
by showing how team objectives contribute to company-​level 
objectives. 

Top-​Level 
Objective

Key Result / 
Measurement

Team 
Objectiv﻿e

Key Re﻿sult / 
Measurement

Define the Top-​Level Objective

Establish a primary goal that aligns with the organization’s 
strategic priorities. It should be qualitative, ambitious, and time-​
bound, serving as a focal point to drive direction and clarity.

Identify the Key Results and Metrics

Define measurable outcomes that track progress toward the 
objective. These should be specific, results-​driven, and 
quantifiable. Establish 2-4 key results per objective, incorporating 
metrics to effectively monitor progress and ensure accountability.

Translate Key Results into Team-​Level Objectives

Establish team-​level objectives that drive the achievement of 
each Key Result and guide teams in delivering measurable 
outcomes. These should connect high-​level goals with 
actionable steps to ensure clear execution.

Establish Key Results with Metrics and Accountability

Define key results incorporating metrics to track success and 
identify the individuals or teams responsible for achieving the 
objective. These should be specific, results-​driven, and quantifiable. 
Establish 2-4 key results per objective.

4DX Tree

The 4 Disciplines of Execution (4DX) System focuses on 
achieving Wildly Important Goals (WIGs), which are supported 
by lead and lag measures. Lead measures are predictive and 
actionable, while lag measures track overall success. 
-> Learn more about lead-​ and lag measures.

Wildly Important 
Goal (WIG)

Lag Measure
(Outcome)

Lead Measure
(Tactic)

Team 
Commitments

Establish the Wildly Important Goal (WIG)

Identify a singular, high-​impact objective that demands priority 
focus. This goal should be time-​bound, outcome-​driven, and 
essential to organizational success, ensuring alignment with 
broader strategic priorities.

Define Outcome-​Based Indicators (Lag Measures)

Identify 1-2 key metrics that assess progress toward the WIG by 
measuring its final impact. These lagging indicators track past 
performance, providing insight into execution effectiveness. 

Establish Actionable Lead Measures

Define 1-2 metrics that influence progress toward the lag 
measure. These should be predictive, controllable, and focused 
on actions that drive results. By tracking lead measures, teams 
can make real-​time adjustments to ensure success.

Translate Lead Measures into Team Commitments

Define the daily and weekly actions teams must take to drive 
lead measures and ensure consistent execution. These 
commitments should be specific, trackable, and directly linked to 
team goals, enabling measurable progress and accountability.

(...) (...) (...) (...) (...)
(...)(...)

Lean Analytics

The Lean Analytics framework focuses on the One Metric That 
Matters (OMTM) at each stage of growth. This approach 
ensures that teams focus on actionable data, validate 
assumptions, and drive continuous improvement.

One Metric That 
Matters (OMTM)

Goals for Growth 
Drivers

(...)

(...)

 Metrics

(...)

Define the One Metric That Matters (OMTM) 

Hypotheses and 
Experiments

Define Key Growth Drivers

Identify 3-5 fundamental areas that directly influence the OMTM 
and drive business success. These broad drivers should break 
down the OMTM into measurable goals, each with a clear impact.

Establish Specific Metrics for each Growth Driver

Define clear, measurable indicators for each Growth Driver. 
These metrics should enable data-​driven decisions and 
performance improvement. Break each core category into 2-3 
lead metrics to ensure actionable insights.

Develop Testable Hypotheses and Experiments

Formulate hypotheses for each key metric to validate growth 
drivers and guide decisions. These assumptions should be 
measurable and guide structured testing, enabling teams to 
learn, adapt, and iterate based on data-​driven insights.

Identify a single, critical OMTM at each stage of growth that 
reflects long-​term success and customer value. This KPI should 
align the entire team, serving as a North Star metric for 
business growth and value creation.

The PATH Canvas helps you take control of your strategy: set clear goals (Policy), map out 
actionable steps (Action and Team), and maintain momentum (Habit). Use it to keep your 
team aligned, accountable, and focused on delivering results. Approach it step by step, 
leverage templates, and collaborate in real time to ensure success.

And we’d really appreciate your feedback! Share your thoughts, experiences, or 
suggestions so we can keep improving the PATH Canvas with your support.

Visit www.kpi.zone — Sign up for updates, new resources, and tips.

The PATH Canvas helps you break down strategic goals into actionable steps and measurable 
outcomes. Designed for Miro, it fosters collaboration across teams, allowing them to fill out the 
Canvas together, place sticky notes on designated fields, review progress, and update in real 
time.

Use the provided KPDs Canvas templates for NSM, Goals, Objectives, Tactics, and KPIs on the 
left to build your Canvas efficiently.

Get Started with the PATH Canvas
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Step 1: Set the Strategic Foundation with Policy

Define the overarching goals, align with company objectives, and assign clear ownership. Use existing company 
strategies as a starting point to ensure alignment. Place sticky notes on the designated fields to document goals, 
ownership, and guidelines collaboratively.

Step 2: Turn Strategy into Action

Break down your strategic intent into Key Performance Drivers (NSM, Goals, Objectives, Activities, KPIs). Use ready-​
made frameworks (ROKS KPI Tree, OKR Tree, etc.) to speed up planning. Copy and paste KPD templates build your 
Canvas quickly.

Step 3: Clarify Roles with Team

Define who does what, how collaboration happens, and how decisions are made. Use a RACI chart for quick role 
assignments. Collaboratively assign roles by placing team members’ names on sticky notes.

Step 4: Build Momentum with Habit

Establish routines like check-​ins, reviews, and feedback loops. Schedule recurring meetings at project kickoff to 
maintain consistency.

The PATH CANVAS is licensed under a Creative Commons 
Attribution-​ShareAlike 4.0 International License.

www.kpi.zone

PATH Canvas - Playbook
A framework designed to align teams, drive action, and deliver measurable results for achieving your goals.
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Post-​it Note

Why this metric is critical for 
business success

Business Value
Post-​it Note

The desired value for this 
metric over a time frame

Target Value
Post-​it Note(s)

How often it’s tracked (daily, 
weekly, etc.)

Frequency
Post-​it Note(s)

Name

Name of the North Star 
Metric or Key KPI  

(simple, clear)

OwnerStatus

Post-​it 
Note

Post-​it 
Note

O
BJ

EC
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VE

Name Description

Priority

Specific, clear name of 
the objective

Key﻿ Results
Post-​it Note Post-​it Note(s)Post-​it Note

Timeframe

Risk / Challanges

Potential issues that might 
prevent success

Explanation of what 
this objective aims to 

achieve

Post-​it Note(s)
The measurable outcome of 

this objective

Owner

Post-​it 
Note

Post-​it 
Note

Post-​it 
Note

A
CT

IV
IT

Y

Explanation of what the 
tactic aims to achieve

Description
Post-​it Note

The specific outcome linked to 
the tactic

Key﻿ Results
Post-​it Note(s)

Budget, People or tools needed 
to execute this tactic

Resources
Post-​it Note(s)

Name

Clear, action-​oriented 
name of the tactic

Post-​it Note

OwnerTimeframePriority
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The current result of this KPI 
(useful for progress tracking)

Actual Value
Post-​it Note

The desired target for this KPI

Target Value
Post-​it Note(s)

How often it’s tracked (daily, 
weekly, etc.)

Frequency
Post-​it Note(s)

Name

Specific, clear name of 
the KPI

Post-​it Note

OwnerStatus

Post-​it 
Note

Post-​it 
Note

Purpose Provides actionable metrics to support insights driven decision-​making 
across growth stages.

Primary Use Case Startup growth, data-​informed decision-​making, product development, 
and continuous improvement cycles.

Best for Ideal for startups or businesses aiming for rapid iteration and product-​
market fit, as well as teams seeking a data-​driven approach to validate 
hypotheses and scale efficiently.

Best Practices

Common Pitfalls

Prioritize key growth levers to maintain focus and concentrate on the 
most critical metric for your growth stage and business model.
Use experiments and testing rather than gut feelings - Iterate based 
on real data.

Measuring vanity metrics like page views or total users don’t indicate 
business health.
Overlooking qualitative insights and relying solely on data without 
talking with users can lead to misinterpretation.

Purpose Emphasizes execution and accountability to achieve key objectives by 
prioritizing Wildly Important Goals and tracking measures for success.

Primary Use Case Helping teams execute key business priorities with discipline and a 
focused approach.

Best for Ideal for organizations seeking an execution-​driven framework for major 
initiatives and teams facing challenges in implementing strategic 
priorities effectively.

Best Practices

Common Pitfalls

Track leading indicators that drive results, not just outcomes. Select 
lead measures teams can directly impact.
If lead measures aren't producing results, adjust them while keeping 
the WIG intact.

Neglecting lead measures and focusing only on lag measures results 
in reactive management.
Lack of ownership and accountability weakens team commitment to 
WIGs, hindering execution.

Purpose Aligns teams and individuals with measurable goals by cascading 
Objectives and Key Results across the organization.

Primary Use Case Setting quarterly goals and tracking performance through strategic 
planning, alignment, and team accountability.

Best for Ideal for companies prioritizing transparent, measurable performance 
management and teams adopting the OKR methodology for goal setting 
and progress tracking.

Best Practices

Common Pitfalls

Use a cascading approach to align team and individual OKRs with 
company objectives, ensuring efforts impact company goals.
Ensure Key Results are specific, time-​bound, and quantifiable. 
Unmeasurable KRs create confusion and hinder progress tracking.

Treating OKRs like task lists instead of outcome-​driven goals. Tasks 
don’t measure impact—​Key Results should track success, not activity.
OKRs That Don’t Align Across Teams: When teams set independent 
OKRs without alignment, it leads to cross-​functional friction.

Purpose Decomposes strategic goals into actionable steps, visually mapping the 
necessary conditions for achievement.

Primary Use Case Mapping strategic planning and execution, managing projects, and 
breaking down complex goals into actionable steps.

Best for Ideal for organizations seeking a structured method to accomplish 
complex goals and for teams needing clear guidance on achieving long-​
term objectives.

Best Practices

Common Pitfalls

Use the Theory of Constraints (TOC) mindset to find key limiting 
factors in achieving the goal.
Avoid vague, ambiguous terms. Be clear about what needs to be 
done, how it will be done, and who is responsible.

Overcomplicating the tree by trying to include every possible 
condition, as it makes it unwieldy.
Overlooking critical limiting factors or constraints, as they can lead 
to ineffective execution and put success at risk

Purpose To illustrate connections and bridge the gap between company 
objectives, customer behavior, and product performance metrics.

Primary Use Case Ensuring alignment by connecting customer behavior, product metrics, 
and company goals to track progress and validate strategic impact.

Best for Ideal for those seeking a structured method to align customer behavior 
with product impact and business objectives.

Best Practices

Common Pitfalls

Make it outcome-​driven and ensure that KPIs tie back to business 
value and user outcomes.
Regularly validate assumptions and ensure that improving lower-​
level KPIs actually impacts high-​level ones.

Disconnected levels can make lower-​level KPIs not meaningfully 
contribute to higher goals if assumptions aren’t tested.
Being too focused on product output can lead to prioritizing feature 
delivery over user and business outcomes.

Purpose Establish and structure KPIs that align with organizational goals, ensuring 
a clear linkage between strategic priorities and operational performance.

Primary Use Case Designing a structured KPI framework that aligns strategy with execution 
by connecting high-​level objectives to operational metrics.

Best for Ideal for organizations seeking a structured methodology for KPI 
development and a clear alignment between strategic objectives and 
operational metrics.

Best Practices

Common Pitfalls

Ensure that KPIs at lower levels genuinely contribute to higher-​level 
results.
Use leading indicators to predict performance and lagging indicators 
to validate success.

Avoid having too many KPIs, and don’t try to measure everything, as 
it can lead to analysis paralysis.
Ignoring execution feasibility can result in well-​structured KPIs that 
are impractical to act upon due to resource constraints.
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A brief explanation of what this 
goal aims to achieve

Description
Post-​it Note

Specific criteria(s) to define goal 
completion

Success Criteria
Post-​it Note(s)

Potential issues that might 
prevent success

Risk / Challanges
Post-​it Note(s)

Name

Short, clear name for the goal

Post-​it Note

OwnerTimeframePriority
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