
Key Performance Indicators



What is a 
“Key Performance Indicator”

?

Presenter
Presentation Notes
That’s a good question. It certainly depends on which expert you’re talking to.



It’s Easier to Ask “What isn’t a KPI?”

• It’s not a piece of data we like to know just 
because we MAY need to refer to it.

• It’s not something we display just because 
that’s what everyone else monitors.

• It’s not a measure of something we cannot 
control or we cannot use to make decisions.



So What’s Left?
• A KPI is a measure that informs us as to how 

we are doing in one or more aspects of our 
overall operation. It should be KEY, meaning 
it’s critical to the success of the University. As 
much as possible, it should be a LEADING 
INDICATOR of our performance so we have 
time to fix problems.



Purists Will Say…
• The KPI needs to be measured daily, if not 24/7.
• The KPI will only measure Critical Success Factors.
• The KPI can only be a leading indicator.
• If the KPI has a “$” in front of it, then it’s too late. They 

say..
“The business operation should have been measured 
BEFORE costs and revenues are attached to it.”



At Marshall University
• With a handful of exceptions, our time-scale is on 

the order of semesters and years, not days.
• Post-measures, or Results Indicators, such as the 

Composite Financial Index (CFI), enrollment, 
retention rate, ratios of costs or revenue to 
enrollment, etc. are all useful in monitoring and 
correcting strategic problems. 



At Marshall University (cont.)

• We do not plan on being strict regarding KPIs.
• The Senior Management Team will use a 

variety of performance metrics from several 
broad categories to gauge performance. Some 
of these will update only annually. And some 
of them will actually have a “$” in front of a 
number.

Presenter
Presentation Notes
I will use the terms KPI and Performance Metrics to avoid the strict meaning of “Key Peformance Indicator”



Performance Metrics

Any indicator used by management to measure, 
report, and improve performance.

Presenter
Presentation Notes
So we will use the term performance metric synonymously, if not in place of KPI.



Three Groups of Metrics

1. Senior Management Team Metrics
2. Metrics to Assess Success of the 20/20 Goals
3. Board Metrics



Senior Management Team Metrics



Senior Management Team Metrics

• About 10 broad categories.
• Metrics selected to allow easy measurement of 

progress toward expectations and goals.
• Able to drill down for more detailed data.
• These were actually offered up in a SMT meeting 

as items we might measure. Not metrics for 
specific goals 



Example SMT Performance Metrics

• Enrollment
– Headcount
– FTE (Full-Time Equivalent)
– FTTE (Full-Time Tuition Equivalent)
– Housing occupancy rates
– INTO Marshall enrollment



Ex. SMT Performance Metrics (cont.)

• Recruitment
– Number of actionable applications
– Yield
– Number of new freshmen
– Number of new transfers
– Freshmen financial aid composition (including 

merit vs need, funded vs unfunded, etc.



Ex. SMT Performance Metrics (cont.)

• Student Success
– Retention rates of freshmen cohort
– 4-year graduation rate
– 6-year graduation rate
– Degrees awarded
– Mortality rate (% of Ds, Fs, and Ws)
– Credits-completed/Credits-attempted ratio



Ex. SMT Performance Metrics (cont.)

• Teaching, Learning, and Academic Quality
– Collegiate Learning Assessment
– National Survey of Student Engagement
– Average class size
– Student-Faculty ratio
– Number of under-enrolled sections
– FTE of reassigned faculty



Ex. SMT Performance Metrics (cont.)

• Research
– Number of grant submittals
– Number of funded grants
– Total funding
– Total Finance and Admin funding
– Average F & A Percentage
– Funding from federal government



Ex. SMT Performance Metrics (cont.)

• Financial Stability
– Composite Financial Index
– Days of cash on hand
– Appropriations per WV student
– Net tuition revenue per student
– Tuition discount rate
– $ Expenditures per Student (Instruction, Core Exp., 

etc.)



Ex. SMT Performance Metrics (cont.)

• Risk
– Bond rating
– Student loan borrowing rate (freshmen, others)
– Student loan default rate



Ex. SMT Performance Metrics (cont.)

• Infrastructure
– Average building age
– Total deferred maintenance
– Sq. ft. utilization
– Classroom utilization
– WiFi coverage/capacity



Ex. SMT Performance Metrics (cont.)

• Athletics
– Academic integrity
– Adherence to NCAA rules
– Competitiveness of sports
– Diversity and gender equity
– Fiscal integrity
– Student athlete welfare



Senior Management Team Metrics

• Actual process is to utilize the goals and 
expectations of the University and set metrics 
that allow us to measure progress toward 
meeting them. 

• For each metric, acceptable variances from 
expectations/goals are set, as well as possible 
actions when variance thresholds are exceeded.

Presenter
Presentation Notes
The idea is to NOT wait until variances are exceeded before knowing what MAY need to be done to resolve problems



Metrics to Assess 20/20 Goals



Metrics to Assess 20/20 Goals

• Academic and service portfolio review process 
teams and other 20/20 teams will suggest 
metrics to measure success of individual 
projects. 



Metrics to Assess 20/20 Goals

• Example: The Facilities and Leases team may determine a 
goal for the number of light fixtures to be converted to T5 
or LED lighting each year. The metric could be the number 
of fixtures converted to date. 

• Alternatively, the goal may be an annual number of KWh 
saved, and the metric would be the total based on 
expected savings of each type of fixture and hours in use.

• Measuring progress toward goal will be relatively simple



Board Metrics



Board Metrics

• The Marshall University Board of Governors 
has a primary oversight role, so…

What is important enough to have the Board’s 
attention and focus?



Board Metrics

Should be…
• Strategic in Nature
• Results rather than inputs
• Broadly-based



Examples of Board Metrics

• Headcount enrollment
• Full-Time Tuition Equivalent enrollment
• Graduation and retention rates
• Net tuition revenue per student
• Composite Financial Index



Performance Metrics

• Assessing Goals
– What are we doing and where are we going?
– How will we know when we get there?
– How will we know if we’re making good progress?

Presenter
Presentation Notes
All of these performance metrics should be designed to assess goals. 



How Do We Communicate 
Performance Metrics?



Dashboards

• Deciding how to present the metrics is almost 
as difficult as selecting the right metrics.

• Two schools of thought:
– Large graphic gauges/meters for “Glance and Go” 

reviewing; OR
– Densely packed numbers and small graphics to 

provide context



Presenter
Presentation Notes
Information presentation designers often worry about how much data they can get on a screen for one look. This gives three.



Presenter
Presentation Notes
This dashboard provides nearly two dozen metrics for to years, with an indicator of progress



Presenter
Presentation Notes
A Hybrid of the previous two seems to work. 



Good Dashboard Design

• Allows access to data.
• Is easy to understand
• Lets the viewer use the dashboard to

MAD



MAD
• Monitor

• Analyze

• Decide



MADDDD
• Monitor

• Analyze

• Drill to Detail

• Deliberate

• Decide



Dashboards and Performance Metrics
at Marshall

The plan…
• Don’t try to do it overnight.
• Don’t lose control of the project.
• Do include stakeholders.
• Do make sure the system is useful and is used.



Cost

• Rohm and Hass, a $9 billion specialty chemical 
business implemented dashboarding of KPIs 
associated with their chemical business.

• First dashboard cost $500K and took six months 
to deploy. Each one after that cost $100K and 
took one month to develop. These dashboards 
were a bit more involved than what we are 
planning.



Cost

• Those costs are in people time (often people 
dedicated solely to the project) and software.

• We will not use dedicated people, but it will take 
longer as a result.

• We will use existing software and tools, even 
though specialty Business Intelligence software 
will provide much better features for navigation.

Presenter
Presentation Notes
One system we’re using in a trial basis costs $750 per user.



Dashboards Timeline

• Goal is to finalize the first set of performance 
metrics and have a display dashboard for 
them available by the end of the academic 
year.



Questions
?
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