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Higher education was facing several serious problems before the COVID-19 
pandemic, including:  
 A majority of institutions had not filled their classes by July 1, 2019, 

according to the “2019 Inside Higher Ed Survey of College and University 
Admissions Officials,” conducted by Gallup. 

 $1.5 trillion college debt crisis is changing how people view the value of a 
college degree. 

 State funding for public colleges is down, and financial difficulties for 
private colleges are up. 

 America’s global rankings have slipped, and international students are 
enrolling elsewhere. 

 2019 college admissions bribery scandal makes reputation management 
more important. 

 Concerns about data privacy, ad fraud, and the accuracy of digital ad 
metrics are growing. 

 An ever-expanding number of digital marketing tools are providing 
countless metrics to manage. 

 
Now, on top of all of these serious problems, the pandemic has already cost 
colleges and universities millions of dollars while they are facing shrinking 
enrollment and lost revenue. 
 
While measurement can’t solve all these problems, this eBook will give you 
strategic insights, tactical advice, and case studies to help you make the tough 
decisions that lie ahead. Evaluating your communications efforts helps you 
identify what is or is not working. It helps pinpoint wining strategies and 
eliminates losing ones. Readers who implement the measurement advice in 
this eBook will emerge more efficient and effective. And you’ll learn 
techniques to either tackle measurement yourself, or select and manage 
measurement experts and vendors for bigger projects. 
 
That’s why every marketing and communications executive at a college, 
university, community college, graduate school, conservatory, institute of 
technology, and executive education program needs this eBook now. Because 
measurement of marketing campaigns and communications programs has 
become mandatory, both for defining success and optimizing results.  

 Why Colleges & Universities Need this eBook Now 
Chapter 1 
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Before we embark on the measurement journey, we need to dispel some of the 
common myths surrounding metrics. For decades, these myths have 
discouraged organizations from embracing 
measurement and evaluation: 
 
Myth 1. Measurement is 
Expensive  
 
There’s a belief that measurement is 
expensive. But consider this: What’s the 
cost of ignorance? If you’re spending 
$20,000 on a communications plan and no 
money comes in, isn’t that more expensive 
than spending $1,000 evaluating that effort 
so you don’t waste the other $19,000? 
 
Myth 2. Measurement Will 
Show That My Programs Aren’t 
Working  
 
One of the most important rules of 
measurement is that you learn more from 
measuring your failures than you do from 
measuring your successes. We get it, no 
one wants to have their favorite program 
cancelled. But in these times, if research 
shows that a program is not working, don’t 
you want to know that?  If you don’t know 
what didn’t work, you are doomed to repeat it.  
 
The purpose of any evaluation plan is to determine what elements are working 
and which elements are not. Without metrics, how will you know the 
difference? Doesn’t it make more sense to spend more money on the programs 
that work, and save money by eliminating the ones that don’t? 

Measurement gives you the confidence to point out what doesn’t work. This 
conveys the message that you’re managing budgets well and you’re willing to 

make judgments based on facts, not emotions. 
 
Myth 3. Measurement Can Wait 
Until After My Campaign is Over 
 
Measurement is not something you do when a 
campaign is complete and all the money’s been 
spent. Evaluation needs to be built into your 
plan upfront with milestones and metrics to help 
you understand how you’re doing along the way 
and make modifications as needed.  
 
The basic premise of evaluation in 
communications is A/B testing — comparing 
results of one test vs another. The good news is 
that the speed with which you can make changes 
these days makes it easy. You do something one 
way, try it, evaluate it, try again with a different 
twist and see which tactic performs better.  But 
you absolutely have to set a baseline to know 
whether you’ve moved the needle.  
 
Myth 4. Measurement is Something 
That I Need to Own  
 
No matter how much you may want to be a 

hero, measurement is not something that can be done alone. You need to get 
buy-in from the entire institution. Please don’t groan. You might find that the 
quiet accountant down the hall actually has critical data that can help your 
cause. The point is, for any good institution, the results are greater than the 
sum of the parts. Just because you think you know the return on investment 
(ROI) for your promoted Tweets, don’t assume there aren’t other factors you 
need to take into account. 

 Dispelling Measurement Myths  
Chapter 2 
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Tip 1. You Become What You Measure  
Human nature dictates that  anyone being measured will do more of what is 
being measured and determined to be “success.”  Whatever key performance 
metrics you chose, you (and your team) will keep those metrics top of mind and 
work towards them and improve on those metrics. So make sure your metrics 
and KPIs are aligned with the key strategic priorities of your institution.  
 

Tip 2. Define Your Kick Butt Index 
You may have heard it called an Optimal Content Score, Quality Index, and, 
best of all, the Kick Butt Index. Whatever the acronym, it’s the answer you 
need when the boss says, “Damn it, do something, we’re getting our butts 
kicked!” or “Congratulations, you’re really kicking butt out there!”  
It’s a single number that reflects the quality of your media coverage, (social or 
traditional), with quality defined by what drives your stakeholders to act, apply, 
donate, or support. Its use isn’t limited to earned media coverage, but has also 
been used to as a way to score email, owned social posts, events and digital 
marketing content.  Here’s how you can develop a customized index that reflect 
your specific priorities and objectives.  
 
First, define the elements of communications content that you believe motivate 
your target audience to apply, enroll,  support, donate, or work for your institu-
tion. Those elements might include: 
 A key message 
 A desirable photo 
 A recommendation 
 A quote from one of your subject matter experts or spokespeople. 
 A “What’s in it for me?” (WIFM) in the headline  
 If you’re analyzing earned media, it would include desirable sentiment 

(leaves the reader more likely to do business with or support the institution) 
 
A story or post that contains all those positive elements would be a perfect 10, 
correct? And then there are some stories or posts  that might have the opposite 
effect. We’ve all had to produce a piece of content that we know is dumb. So 

define your worst nightmare: the story that dissuades your audience from doing 
business with or supporting you. That email that you know people will ignore. 
Your worst nightmare might include  such elements as: 
 It leaves the reader less likely to do apply, work for, enroll in, or support 

your institution  
 It perpetuates an undesirable myth 
 Wrongly positions the product 
 Contains an incorrect message or misleading information 
 Or, if it is in earned media, mentions the competition but not you or leaves 

a reader less likely to apply, enroll, donate or support  
 
Now you have the two endpoints of your index defined. But not all those ele-
ments are equally important, so you will want to assign a weight to each ele-
ment based on the relative impact it would have on the success of your institu-
tion. For example, a negative headline might be twice as bad an incorrect to 
message. Or a desirable photo might be twice as persuasive as a positive men-
tion. Put all the criteria and their weights into a chart. Here’s an example of a 
typical Kick Butt Index grid for a university:  

Desirable Criteria Score Undesirable Criteria Score 
Positive: Leaves reader 
more likely to apply, enroll, 
donate or support 

1 
Negative: Leaves reader less 
likely to apply, enroll, do-
nate or support 

1 

Contains one or more posi-
tive messages 1.5 Contains one or more nega-

tive  messages 2 

Event/Program is men-
tioned 1 No Event/Program is men-

tioned 0 

Dispels a myth 2 Perpetuates a myth 2 
Call to action 2 Negative headline 2 

Spokesperson quoted 1 Mentions peer institutions 
but not yours 1 

Contains desirable visual 1.5 Contains undesirable visual 2 

Total Score 10 Total Score -10 

Chapter 3. Quick Start Tips to Make Life Easier  

Figure 1 

 Quick Start Tips to Make Your Life Easier  
Chapter 3 
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 TIP TO MAKE LIFE EASIER  
Make sure that all the various weightings add up to + 10 (for positive cover-
age) and -10 (for negative coverage.)  
 
When you are reporting results, you can take the average KBI score for the 
period on which you are reporting, but you can also look at the average by me-
dia type, by college or any other criteria you’ve established. .You can now use 
that score to compare campaigns, and also to easily correlate your results to 
web traffic and other outcome metrics. And, of course, you can use it to kick 
some butt. Once everyone knows what’s important  your average quality 
should  improve month after month. 
 

Tip 3. If Your Target Audience is Students: Unlearn 
the Sales Funnel and Map the Student Journey  
In the mass media era, many assumed that the path prospective students took to 
enroll in your college, university, or program was a straight line down a sales 
funnel: Awareness, Interest, Desire, and Action. But, in the digital media age, 
these journeys are often more like sightseeing tours with stops, explorations, 
and discussions along the way. 
 
Staying on top of all of these moments might seem overwhelming, but map-
ping your student’s journey can help. It can give you and your marketing and 

communications team a greater understanding of how your prospective stu-
dents are currently interacting and engaging with your college, university, or 
program. In Journey Mapping: The New Way to Brainstorm,” Jamie Yates and 
Paul Redfern wrote “Journey mapping is a technique long known to marketers 
at companies like IBM and Clorox but has only recently caught on in higher 
education circles.” 
 
When mapping your student’s journey, we recommend adapting  Avinash 
Kaushik’s See-Think-Do-Care model, which outlines four different audience 
intent clusters: 
See: The largest addressable qualified audience. 
Think: A slightly smaller qualified audience that, through their behavior on 

your social media sites, displays some intent to enroll in your college, uni-
versity, or program. 

Do: A significantly smaller qualified audience that, through their willingness 
to fill out a form on your website, displays strong intent to enroll in your col-
lege, university, or program.  

Care: Alumni who have gone to your college or university. 
 
This model explains why you need different KPIs at different stages of the stu-
dent’s journey. If prospective students have already filled out a form on your 
website, displaying a strong intent to enroll in your college, university, or pro-
gram, then you’d want to measure how many leads you’ve generated. But, if 
prospective students aren’t familiar with your college, university, or program, 
then you should measure the brand lift of your marketing and communications 
campaign. Otherwise, you would be judging a fish by its ability to climb a tree. 
 
Across those campaigns, you should care about three things:  
1. Whether we’re capturing people’s attention 
2. How they’re behaving in response 
3. What the outcome is 
 
So now, rather than drowning in metrics, you have a clear understanding of 
what you need to measure.  


