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Introduc3on	
  

Why	
  is	
  this	
  important?	
  
•  Pressure	
  from	
  government	
  &	
  regulatory	
  bodies	
  

–  Accountability	
  to	
  society	
  
–  Awareness	
  and	
  comparison	
  /	
  benchmarking	
  
–  Rankings	
  

•  Pressure	
  from	
  internal	
  decision	
  bodies	
  
–  How	
  do	
  we	
  monitor	
  &	
  evaluate	
  a	
  balanced	
  performance	
  
–  How	
  do	
  we	
  align	
  various	
  levels	
  of	
  performance	
  

Key	
  ques$on	
  
How	
  effec3ve	
  are	
  ins3tu3ons	
  in	
  contribu3ng	
  to	
  the	
  knowledge	
  economy	
  	
  



Introduc3on	
  

Key	
  elements	
  for	
  monitoring	
  ins3tu3onal	
  performance:	
  
•  Real-­‐3me	
  MI	
  /	
  BI	
  system	
  (people	
  &	
  process)	
  

–  Opera&onal	
  performance	
  against	
  plan	
  /	
  target	
  

•  Performance	
  indicators	
  &	
  scorecard	
  
– Monitoring	
  long-­‐term	
  performance	
  

•  Research	
  &	
  benchmarking	
  
–  Informing	
  strategy,	
  direc&on	
  &	
  baselines	
  

Key	
  ques$on	
  
where	
  are	
  we	
  now	
  and	
  how	
  far	
  away	
  from	
  where	
  we	
  want	
  to	
  be?	
  



Assump3ons	
  

•  Strategy	
  /	
  vision	
  /	
  mission	
  
–  Determines	
  the	
  objec&ve	
  in	
  the	
  longer-­‐term	
  

•  Opera3onal	
  plan	
  /	
  project	
  management	
  
–  Determines	
  the	
  trajectory	
  in	
  the	
  short-­‐term	
  

•  Defined	
  measures	
  and	
  metrics	
  
–  Determines	
  the	
  ‘how	
  do	
  you	
  know	
  where	
  you	
  are?’	
  

•  Link	
  to	
  the	
  business	
  
–  Determines	
  responsibility	
  &	
  accountability	
  



Compe3ng	
  on	
  analy3cs	
  
•  Davenport	
  &	
  Harris	
  (2007)	
  

–  Businesses	
  going	
  the	
  route	
  of	
  compe3ng	
  on	
  analy3cs	
  
–  Considered	
  the	
  pathways	
  of	
  adop3on	
  by	
  successful	
  
companies	
  

–  Iden3fied	
  the	
  stages	
  towards	
  being	
  ‘analy3cal	
  
compe3tors’	
  

– Highlight	
  the	
  role	
  of	
  execu3ve	
  ‘interest’	
  

•  Some	
  resonance	
  with	
  HE	
  
– One	
  difference	
  would	
  be	
  the	
  middle	
  management	
  
response/uptake	
  





Analy3cs	
  research	
  in	
  HE	
  

Jaqueline	
  Bichsel,	
  2012	
  
– Survey	
  of	
  a	
  number	
  of	
  ins3tu3ons	
  with	
  
membership	
  of	
  EDUCAUSE	
  and	
  AIR	
  

– 339	
  dis3nct	
  respondents	
  
– Only	
  looking	
  at:	
  

•  Targets	
  and	
  benefits	
  
• What	
  is	
  in	
  place	
  



Targets	
  and	
  benefits	
  of	
  analy3cs	
   (Bichsel,	
  2012)	
  

Survey	
  respondents	
  were	
  asked	
  how	
  they	
  use	
  data	
  
in	
  various	
  func3onal	
  areas.	
  
	
  	
  
Only	
  three	
  areas	
  (enrolment	
  management,	
  finance	
  
and	
  budge3ng	
  and	
  student	
  progress)	
  have	
  the	
  use	
  
of	
  analy3cs	
  at	
  the	
  highest	
  levels	
  (proac3ve	
  and	
  
predic3ve	
  capabili3es).	
  
	
  	
  
Interes3ng	
  to	
  note	
  that	
  student	
  learning,	
  and	
  
progress	
  of	
  strategy	
  are	
  midway	
  on	
  the	
  list.	
  
	
  	
  
Research	
  administra3on,	
  faculty	
  teaching	
  
performance,	
  faculty	
  research	
  performance	
  are	
  
way	
  low	
  on	
  the	
  results,	
  considering	
  these	
  underpin	
  
the	
  core	
  business	
  of	
  HE.	
  
	
  	
  
Also	
  interes&ng	
  are	
  the	
  areas	
  with	
  NO	
  DATA.	
  



What	
  is	
  in	
  place	
  for	
  analy3cs	
   (Bichsel,	
  2012)	
  



Where	
  do	
  we	
  feature	
  in	
  SA?	
  

•  Not	
  very	
  different	
  from	
  the	
  results	
  of	
  Bichsel	
  
–  The	
  diversity	
  of	
  analy3c	
  capability	
  is	
  marked	
  
–  The	
  difference	
  between	
  the	
  ‘leading’	
  and	
  the	
  ‘rest’	
  is	
  large	
  
–  The	
  analy3c	
  capability	
  restricted	
  to	
  a	
  few	
  func3ons	
  within	
  the	
  ins3tu3on	
  

•  There	
  are	
  ins3tu3ons	
  with:	
  
–  Regular	
  KPIs	
  to	
  Excom	
  /	
  Council	
  –	
  balanced	
  /	
  ins&tu&onal?	
  
– Measuring	
  performance	
  rou3nely	
  –	
  ins&tu&onal	
  vs	
  individual/unit?	
  
–  Predic3ve	
  capabili3es	
  used	
  proac3vely	
  –	
  student	
  /	
  finance?	
  
–  Early	
  alert	
  systems	
  in	
  place	
  –	
  interven&ons	
  /	
  effec&ve?	
  
–  Advanced	
  analy3cs	
  in	
  place	
  (risk,	
  modelling,	
  mining)	
  –	
  effec&ve?	
  

–  Adding	
  ‘soe	
  metrics’	
  to	
  the	
  data	
  set	
  –	
  skills,	
  habits,	
  behaviours?	
  



Ins3tu3onal	
  Performance	
  

	
  
Effec&ve	
  analy&cs	
  is	
  more	
  about	
  people	
  and	
  

process	
  than	
  data	
  and	
  tools!	
  
	
  

Monitoring	
  performance	
  …	
  



Monitoring	
  performance	
  

Ins3tu3onal	
  performance	
  
– Strategy	
  mapping	
  
– Performance	
  indicators	
  
– Scorecards	
  
– Repor3ng	
  and	
  dissemina3on	
  
– Audience	
  and	
  maturity	
  

Unit	
  performance	
  
– Aligning	
  business	
  units	
  to	
  the	
  ins3tu3on	
  



Core	
  values	
  –	
  what	
  do	
  we	
  believe	
  in?	
  

Vision	
  –	
  what	
  do	
  we	
  want	
  to	
  be?	
  

Strategy	
  –	
  what	
  is	
  our	
  game	
  plan?	
  

Balanced	
  scorecard	
  –	
  how	
  do	
  we	
  implement	
  and	
  focus?	
  

Strategic	
  ini3a3ves	
  –	
  what	
  do	
  we	
  need	
  to	
  do?	
  

Personal	
  objec3ves	
  –	
  what	
  do	
  I	
  need	
  to	
  do?	
  

Strategic	
  Outcomes	
  

Sa3sfied	
  
Shareholders	
  

Delighted	
  
Customers	
  

Effec3ve	
  
processes	
  

Mo3vated	
  
workforce	
  

Mission	
  –	
  why	
  do	
  we	
  exist?	
  

Transla3ng	
  mission	
  into	
  desired	
  outcomes	
  –	
  adapted	
  from	
  Kaplan	
  &	
  Norton	
  





Degree	
  Credit	
  	
  
Success	
  Rate	
  

Course	
  success	
  	
  rate	
  
(passed	
  vs	
  enrolled)	
  

Course	
  ahri3on	
  rate	
  
(admihed	
  vs	
  enrolled)	
  

Exam	
  pass	
  rate	
  
(passed	
  vs	
  wrote)	
  

Number	
  of	
  “at	
  risk”	
  
modules	
  

Number	
  of	
  “at	
  risk”	
  
students	
  

Owner	
  :	
  VP	
  /	
  DVC	
  Teaching	
  &	
  Learning	
  

Goal	
  1:	
  Undergraduate	
  student	
  performance	
  

Owner	
  :	
  College	
  /	
  Faculty	
  Dean	
  

Owner	
  :	
  HOS	
  



Measure,	
  Monitor	
  &	
  Report	
  
List	
  of	
  indicators:	
  

•  Council	
  
•  Porkolio	
  
•  College	
  /	
  Department	
  
•  School	
  /	
  Unit	
  
•  Contributors,	
  dependencies,	
  weigh3ngs	
  

Process	
  &	
  people:	
  
•  Assessment	
  against	
  targets	
  and	
  benchmarks	
  
•  Scorecards	
  
•  Porkolio	
  /	
  college	
  /	
  faculty	
  /	
  unit	
  champions	
  

Repor3ng	
  &	
  the	
  audience:	
  
•  Packaging	
  and	
  repor3ng	
  –	
  visualisa3on,	
  narra3ve,	
  etc	
  



Choice	
  of	
  indicators	
  

Leading	
  indicators	
  
–  leading	
  indicators	
  are	
  typically	
  ‘input’	
  oriented,	
  hard	
  to	
  
measure	
  and	
  easy	
  to	
  influence	
  	
  

	
  
Lagging	
  indicators	
  
–  typically	
  ‘output’	
  oriented,	
  easy	
  to	
  measure	
  but	
  hard	
  to	
  
improve	
  or	
  influence	
  

	
  



Leading	
  indicators	
  

Leading	
  indicators	
  are	
  process	
  measures	
  that	
  assist	
  with	
  
the	
  incremental	
  progress	
  towards	
  a	
  target	
  or	
  outcome	
  
(lagging	
  measure)	
  
•  Process	
  measure	
  thus	
  less	
  delay	
  between	
  ac3on	
  and	
  system	
  

change	
  
•  They	
  are	
  performance	
  drivers	
  –	
  key	
  factors	
  that	
  enable	
  the	
  

outcome	
  
•  Indica3ve	
  of	
  ‘real-­‐$me’	
  and	
  tracked	
  over	
  3me	
  
•  Provides	
  an	
  ‘early	
  warning’	
  of	
  emerging	
  results	
  
•  Responsive	
  to	
  system	
  changes	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SOUTH	
  AFRICAN	
  HIGHER	
  EDUCATION	
  
2000–2008	
  
Summary	
  Report	
  
Ian	
  Bun3ng,	
  Charles	
  Sheppard,	
  Nico	
  Cloete	
  and	
  Lisa	
  Belding	
  
	
  

Cloete	
  N	
  &	
  Bun3ng	
  I	
  (2000).	
  Higher	
  Educa&on	
  Transforma&on:	
  Assessing	
  
Performance	
  
in	
  South	
  Africa.	
  CHET:	
  Pretoria.	
  
(www.chet.org.za/books/higher-­‐educa3on-­‐transforma3on)	
  

	
  
Bun3ng	
  I	
  &	
  Cloete	
  N	
  (2004).	
  Developing	
  Performance	
  Indicators	
  for	
  Higher	
  
Educa&on:	
  
A	
  South	
  African	
  Case	
  Study.	
  CHET:	
  Cape	
  Town.	
  
(www.chet.org.za/books/developing-­‐performance-­‐indicators-­‐higher-­‐
educa3on)	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SA	
  HE	
  2000–2008	
  

(1)	
  Student	
  enrolments	
  and	
  outputs	
  	
  and	
  
Ministerial	
  targets:	
  
•  head	
  count	
  and	
  FTE	
  student	
  enrolments;	
  
•  shape	
  of	
  head	
  count	
  enrolment	
  by	
  qualifica3on	
  type;	
  
•  shape	
  of	
  head	
  count	
  enrolment	
  by	
  major	
  field	
  of	
  
study;	
  

•  average	
  success	
  rates;	
  
•  total	
  graduates;	
  
•  gradua3on	
  rates.	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SA	
  HE	
  2000–2008	
  

(2)	
  Other	
  trends	
  in	
  student	
  enrolments:	
  
•  average	
  annual	
  growth	
  rates	
  in	
  student	
  enrolments;	
  
•  enrolments	
  by	
  popula3on	
  group;	
  
•  enrolments	
  by	
  gender.	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SA	
  HE	
  2000–2008	
  

(3)	
  Staff	
  data	
  for	
  2000–2008:	
  
•  ra3o	
  of	
  administra3ve	
  to	
  academic	
  staff,	
  compared	
  to	
  

na3onal	
  averages;	
  
•  ra3o	
  of	
  FTE	
  students	
  to	
  academic	
  staff,	
  compared	
  to	
  na3onal	
  

averages;	
  
•  propor3on	
  of	
  academic	
  staff	
  with	
  doctorates,	
  compared	
  to	
  

na3onal	
  averages;	
  
•  ra3o	
  of	
  publica3on	
  units	
  to	
  academic	
  staff,	
  compared	
  to	
  

appropriate	
  targets	
  for	
  universi3es,	
  comprehensive	
  
universi3es,	
  and	
  universi3es	
  of	
  technology;	
  

•  ra3o	
  of	
  weighted	
  research	
  outputs	
  to	
  academic	
  staff,	
  
compared	
  to	
  appropriate	
  targets	
  set	
  in	
  the	
  government	
  
funding	
  framework.	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SA	
  HE	
  2000–2008	
  

(4)	
  Financial	
  data:	
  
•  total	
  income	
  and	
  expenditure;	
  
•  deficits	
  and	
  surpluses;	
  
•  sources	
  of	
  income	
  and	
  comparisons	
  to	
  na3onal	
  
averages;	
  

•  subsidy	
  income	
  plus	
  student	
  fees	
  per	
  graduate,	
  
compared	
  to	
  na3onal	
  averages.	
  



PERFORMANCE	
  INDICATORS	
  IN	
  
SA	
  HE	
  2000–2008	
  

Calcula3ons	
  based	
  on	
  data	
  listed	
  above:	
  
•  average	
  annual	
  increases	
  in	
  enrolments;	
  
•  comparisons	
  of	
  average	
  sizes	
  of	
  2008	
  
enrolments,	
  

•  FTE	
  student	
  to	
  academic	
  staff	
  ra3os;	
  
•  ra3os	
  of	
  total	
  research	
  outputs	
  to	
  academic	
  staff	
  
members;	
  

•  subsidy	
  income	
  plus	
  student	
  fees	
  per	
  graduate.	
  
Note	
  

No	
  measures	
  of	
  client,	
  customer,	
  service	
  delivery	
  …	
  



List	
  of	
  Indicators	
  



List	
  of	
  Indicators	
  

•  Indicator	
  defini3on	
  –	
  interpreta3on	
  
•  Data	
  defini3ons	
  –	
  accuracy	
  
•  Define	
  the	
  data	
  source	
  –	
  consistency	
  
•  Set	
  benchmarks	
  –	
  base	
  line	
  and	
  trajectory	
  
•  Contributors	
  –	
  aggregated	
  measures	
  

•  Weigh3ngs	
  –	
  impact	
  and	
  importance	
  

•  Leading	
  &	
  lagging	
  –	
  mixture	
  of	
  these,	
  leading	
  are	
  key	
  

•  Dependencies	
  –	
  double	
  measure	
  



Monitoring	
  &	
  Evalua3on	
  

•  Set	
  annual	
  targets	
  –	
  trajectory	
  &	
  milestones	
  

•  Measure	
  metric	
  movement	
  –	
  trend	
  analysis	
  
•  Ahainment	
  of	
  the	
  annual	
  target	
  –	
  progress	
  
•  ‘Prognosis’	
  of	
  ahaining	
  the	
  benchmark	
  –	
  forward	
  
looking	
  

•  Conversion	
  to	
  a	
  score	
  –	
  create	
  a	
  ‘common	
  currency’	
  

•  Display	
  details	
  –	
  visualisa3on	
  
•  Automa3on	
  …	
  

The	
  role	
  of	
  IR	
  and	
  analy$cs	
  …	
  



Monitoring	
  &	
  Evalua3on	
  



Scorecards	
  



Scorecards	
  

•  Two	
  approaches:	
  
– Retain	
  limited	
  no	
  (6	
  to	
  10)	
  key	
  indicators	
  and	
  
monitor	
  the	
  changes	
  over	
  3me,	
  display	
  in	
  a	
  
dashboard	
  

–  Iden3fy	
  a	
  large	
  number	
  of	
  indicators	
  that	
  measure	
  
many	
  aspects	
  of	
  the	
  business	
  and	
  aggregate	
  or	
  
disaggregate	
  the	
  results	
  





Scorecards	
  

•  To	
  Aggregate	
  or	
  disaggregate	
  :	
  
– Compute	
  a	
  ‘common	
  currency’	
  

•  Relate	
  metrics	
  varying	
  in	
  quantum	
  

– Need	
  to	
  weight	
  metrics	
  differently	
  
–  Iden3fy	
  correla3ons,	
  dependencies	
  and	
  
contribu3ng	
  factors	
  

•  Understand	
  ‘double	
  coun3ng’	
  



Change	
  in	
  Score	
   Progress	
  towards	
  Benchmark	
  



Various	
  Analyses	
  

•  Progress	
  against	
  annual	
  targets	
  –	
  short-­‐term	
  
changes	
  in	
  the	
  metric	
  

•  Progress	
  against	
  benchmark	
  –	
  longer	
  term	
  
assessment	
  or	
  ‘prognosis’	
  

•  Combined	
  analysis	
  –	
  combina3on	
  of	
  the	
  scores	
  of	
  the	
  
above	
  



Example -The average scores of progress against annual target compared with benchmark 



Packaging	
  &	
  the	
  Audience	
  

•  User-­‐interac3ve	
  online	
  tools	
  –	
  automa3on,	
  visualisa3on	
  

•  Detailed	
  narra3ve	
  report	
  –	
  data,	
  informa3on,	
  explana3on	
  
and	
  interpreta3on	
  

•  Extended	
  execu3ve	
  summary	
  –	
  synthesis	
  of	
  the	
  salient	
  
points	
  and	
  important	
  messages	
  

•  Infographic	
  presenta3on	
  –	
  the	
  ‘essence’	
  of	
  the	
  analysis	
  





Challenges	
  

•  Appropriate	
  measures	
  –	
  must	
  measure	
  the	
  business	
  

•  Con3nuity	
  –	
  must	
  measure	
  the	
  same	
  thing	
  each	
  itera3on	
  

•  Accountable,	
  responsible,	
  ac3onable	
  –	
  must	
  be	
  
ownership	
  

•  Time	
  –	
  itera3ve	
  process	
  allowing	
  refinement	
  

•  Aligning	
  all	
  levels	
  of	
  the	
  ins3tu3on	
  –	
  ’marrying’	
  
ins3tu3onal	
  and	
  personal	
  performance	
  

•  Audience	
  maturity	
  –	
  3me	
  and	
  effort	
  to	
  change	
  
behaviour	
  



Thank	
  you	
  …	
  


