
  PROPRIETARY

GRAY 
DECISION INTELLIGENCE 

Master Class 4:

Managing Program Evaluation and Using Data to Tell Your Story 

March 25th, 2025



2

  PROPRIETARY

Today’s Speakers

Mary Pahissa Upchurch Jennifer Ziegler
Vice President

Customer Success and Compliance/HR

Gray Decision Intelligence

Executive Vice President 
Customer Success

Gray Decision Intelligence



3

  PROPRIETARY

Our first master class acknowledged the pessimistic prognostications about 
higher ed, outlined challenges and highlighted areas of opportunity.
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In the second master class we presented about the importance of 
understanding program economics.

High-margin programs produce more money than they cost.

§ Institutions use the funds to subsidize other mission-critical programs and activities.

Mission $Academics

Markets

Margins
Growth
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Student Demand

Employment

In our third master class you learned the key metrics of market demand.
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Today’s Master Class is about actively managing program portfolio evaluation 
using data and tools... 

…and addressing something increasingly important: using that data to help tell your story.
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Start of 
Quantification of 

Education 

The Assessment 
Movement

Rapid Online 
Expansion

Accreditation and 
Outcome  Pressures

Current Pressures

Key reports like "A 
Nation at Risk" (1983) 
called for greater 
accountability in 
education.

First National 
Conference on 
Assessment - 1984

Institutions increasingly 
expected to 
demonstrate the value 
of their programs and 
the effectiveness of 
their teaching.  

Quantifiable data 
seemed an objective 
way to measure value 
and effectiveness.

Rapid expansion of 
online education, driven 
by advancements in 
technology and 
increasing demand for 
flexible learning 
options.

States face budget 
constraints and seek 
to maximize return on 
educational 
investment.

AI Focus: ChatGPT 
publicly released on 
November 30, 2022. 
Other models 
proliferating.

1980s 1990s 2000s 2010s 2020–ongoing

Nothing stands still – including the delivery and consumption of education.

Emphasis on student 
outcomes

Financial 
Sustainability

Accountability

Adaptation to Online 
and Hybrid Learning

How will higher education adapt?
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Program portfolio management is an on-going process.

It provides a complete view of each program and the vitality of the program portfolio. 

§ Capture and share program-related data from key areas:
– Academics

– Administration

– Operations

– Market

§ Review and evaluate the data on a regular basis

§ Integrate and act to sustain a vibrant portfolio

Capture
&

Share Data

Review 
& 

Assess

Integrate
& 

Act
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Program Management

 

§ Aligning enrollment and resources

§ Retention and completion

§ Economic contribution to fund mission or growth

§ Timely issue identification and resolution

Focuses on a sustainable program portfolio

Program Assessment 

§ Academic content

§ Student learning outcomes

§ Course and program objectives

Focuses on teaching and learning

vs.
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What is a program management process it made up of?

Decisions
What decisions do you need to make for 
your program portfolio?

Frequency How often should you look at the data?

People
Who should be involved? Senior 
leadership, deans, faculty, IR… other?

Report What dashboards do you need to bring it 
all together?

Data
What data sources do you need? 
(Markets? Economics? Outcomes?)

Anticipate
How should you address anticipated 
changes in required resources (e.g., 
faculty, labs, clinicals)
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Quarterly or 
Semester Annual Bi-Annual By Exception

What should it be? Informed, Frequent, Action-Oriented

§ Starts
§ Retention
§ Enrollment
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student, Faculty, 

& Staff Ratios 
and Required 
FTEs

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance
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PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Capture and 
Share 

Performance
Data

Decide and 
Adjust

Program Management: On-Going Process

Quarterly or 
Semester Annual Bi-Annual By Exception

§ Starts
§ Retention
§ Enrollment
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student, Faculty, 

& Staff Ratios 
and Required 
FTEs

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance
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Program Management: On-Going Process

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Decide and 
Adjust

Quarterly or 
Semester Annual Bi-Annual By Exception

§ Starts
§ Retention
§ Enrollment
§ Course 

Completion
§ Student 

Surveys

§ Student 
Outcomes

§ Margins
§ Student, 

Faculty, & Staff 
Ratios and 
Required FTEs

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

Capture and 
Share 

Performance
Data

xxx
INSTITUTIONAL VITALITY

5-YEAR STRATEGIC & EDUCATIONAL PLANS ACCREDITATION REVIEWS GOVERNANCE PROCESSES

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Quarterly or 
Semester Annual Bi-Annual

§ Starts
§ Retention
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student, Faculty, 

& Staff Ratios

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

By Exception

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

Capture and 
Share 

Performance

Plan and 
Adjust
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Understanding what is important to a stakeholder to know, and identifying 
the relevant data-supported information to provide them is key.

You need fast, informed, appropriate-level data to respond. 

What programs have high 
student demand? Are we 
positioned to meet these?         

What skills do employers 
want?  Are we teaching them?

What is my market share? 
Where is my institution/program 

under pressure?
Which community do I wish to 
serve?  Which am I serving?  Is 

it making a difference?

Am I fiscally fit?  
Are we efficient?

  How do we know that?

Are we effective? Before and 
after graduation? How are our 

graduates doing?  

What does our state need to support its economic 
development?

  Are we doing that now? If not, what are we planning to do?
 Are we retaining talent?

How are we preparing our graduates for 
future needs, with capabilities that 

transcend today’s current jobs?
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How can you organize so much 
critical information?

Make it accessible?

Keep it timely?
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You may already have tools that can meet your current and expected needs.

=
Framework Data Portfolio View
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EmploymentStudent 
Demand

Decide on and use a Framework for Analysis

Consider all critical components, both internal and 

external. 

§ Organize the data to establish a baseline for 

comparisons.

§ Use quantitative data to inform and evaluate, and in 

combination with Academic and Operational 

knowledge to reach decisions.
Competitive 

Intensity

Employment
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Focus on Engagement:  Constituencies and Transparency

Good program decisions take more than numbers… they take intellectual capital and teaming.

§ Academic and Administrative Leaders

§ Institutional Governance Representatives

§ Enrollment/Admissions

§ Finance

§ Marketing

§ Operations

§ Institutional Effectiveness

§ Student Services

§ Career Services

    … and others with a stake and knowledge
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Employ a clear process for initial and ongoing management.

This is a well-tested and successful process for looking at a portfolio and deciding what 
programs to “Start, Stop, or Grow.”

Data 
and 

Scoring
Workshop Follow-up and 

Management

§ Uses facts and data effectively
§ Incorporates judgment of key 

stakeholders
§ Identifies the best new 

programs, not just “good 
enough” programs

§ Earns the understanding and 
buy-in of key stakeholders

§ Positions the organization for 
next steps
– Creates an action plan for 

growing, sustaining, fixing, or 
teaching out existing programs
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PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Decide and 
Adjust

Quarterly or 
Semester Annual Bi-Annual By Exception

§ Starts
§ Retention
§ Enrollment
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student/Faculty 

& Staff Ratios, 
Required FTEs

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

xxx
INSTITUTIONAL VITALITY

5-YEAR STRATEGIC & EDUCATIONAL PLANS ACCREDITATION REVIEWS GOVERNANCE PROCESSES

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Quarterly or 
Semester Annual Bi-Annual

§ Starts
§ Retention
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student, Faculty, 

& Staff Ratios

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

By Exception

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

Capture and 
Share 

Performance

Plan and 
Adjust

Capture and 
Share 

Performance
Data

Finally, do this not once, but continuously for stronger management and ability to anticipate 
institutional needs.
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.

Use all available tools to help you leverage your data.

Consider the data items that reflect areas of importance for your institution, program, and 
outcome.

Recognize what information is most important to the evaluation, and ensure it is being tracked.

Establish key reports that provide you with insights and results.

Leverage AI tools that ease the load of gathering, organizing, and summarizing data and can help 
you turn it into useful information.

And then engage in transparent and focused evaluation and decision-making.
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Example Data-Informed Workflow

Academic Program
Management Dashboard

Enrollment Dashboard

Market Share

PES Markets Scorecard
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Once you have the data, use it.

Consider who is your stakeholder and what they need to know…that will drive the data to be used

§ Institutional outcomes: graduates, earnings, in-state 
graduate retention, workforce skills

§ Portfolio vitality and sustainability: market 
attractiveness and relevance, demand interest, 
resource allocation

§ Program excellence and demand: enrollment, 
persistence, and academic and employment 
outcomes

§ Competitive position: new and emerging areas of 
study, employer needs, forward-looking skills and 
competencies

Macro: Strategic and Comprehensive

Large Scale: Portfolio

Building Blocks: Programs

Keep Ahead of the Market

What are we doing, and doing well?
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What am I trying to 
communicate?

§ Program Interest

§ Curriculum Quality 

§ Workforce Relevance 

§ Student Outcomes

If I am a Faculty Member…

What data do I need?

§ Student Demand Interest

§ Curricular Trends

§ Enrollment/Retention 
Current and Trends

§ Employment Demand

Where can I find it?

§ Google, IPEDS, Clearinghouse

§ Disciplinary trends, Peer 
websites

§ Institutional Research (IR), 
Labor market reports

§ Student and alumni surveys

§ PES Markets

Data SourcesInformation 
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Source: Gray DI PES Markets
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1,215

1,523

1,936

3,456

3,667

6,986

8,316

12,191

36,570

43,550

Computer Network Architects

Computer Programmers

Information Security Analysts

Web Developers

Computer and Information…

Network and Computer Systems…

Computer Systems Analysts

Computer Occupations, All Other

Computer User Support Specialists

Software Developers, Applications

Highest Job Postings Volume
Occupations for Computer Science

February, 2025

Highest Skills Volume in Job Postings
Computer Science

February 2025

Source: Gray DI Job Postings Insights Dashboard

Illustrative
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§ Program Demand

§ Enrollment & Revenue

§ Program Economics

§ Margins

§ Staffing & Efficiency

§ Program Innovation

What data do I need?

§ Demand, Enrollment, Revenue, 
Retention, Graduation

§ Faculty Workload, Student 
Ratios

§ Program Margins, Curricular 
Efficiency

§ Benchmarking, Review Process

Where can I find it?

§ IR, Finance

§ HRIS

§ SIS, HRIS, Finance

§ Accreditors, Academic Affairs

§ PES Markets and Economics

Data SourcesIf I am a Dean, Chair, 
or Director…

What am I trying to 
communicate?

Information 
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In-Market Competition: Computer Science Bachelor’s

Source: Gray DI PES Markets

Illustrative
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“Perfection is attained by slow degrees; 
it requires the hand of time.”

Voltaire

Program Economics Scorecard, Computer Science, 2023-2024

Illustrative

Source: Gray DI PES Economics and Outcomes
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Illustrative

Source: Gray DI Academic Program Management Dashboard

2025

2024
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§ Program Portfolio Strength

§ Market Positioning

§ Faculty Productivity

§ Resource Allocation

§ Program Economics

§ Strategic Investment

What data do I need?

§ Demand & Completions

§ Peer Benchmarking

§ Teaching Utilization

§ Cost per Student Credit Hour

§ Margins

§ Budget & Efficiency

§ Environmental Scanning

Where can I find it?

§ Enrollment Management, IR, 
SIS

§ IPEDS, Accreditors

§ HRIS, Workload Reports

§ Skills data base, by program

§ Finance

§ Advancement, Regional 
Development

§ PES Markets and Economics

§ Alumni Data

SourcesIf I am the Provost… Information

What am I trying to 
communicate?
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Program Portfolio Market View: Bachelor’s Award Level

Source: Gray DI PES Markets

Illustrative
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Program Economics Institutional View (Bachelor’s)

Illustrative

Source: Gray DI PES Economics and Outcomes
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“Perfection is attained by slow degrees; 
it requires the hand of time.”

Voltaire

Faculty Analysis: Department View (Bachelor’s)

Illustrative

Source: Gray DI PES Economics and Outcomes
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Program Portfolio Contribution Position (Bachelor’s)

Illustrative

Source: Gray DI PES Economics and Outcomes
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§ Institutional Health

§ Graduate Preparation

§ Workforce Alignment

§ Community Impact

What data do I need?

§ Skills mapping to program

§ Enrollment, Retention, 
Graduation Trends

§ Program Portfolio map

§ Financial Reporting

§ Employment, Alumni Success

§ Economic Impact, Success 
Stories

Where can I find it?

§ IR

§ Forecasted employment needs 
and skills mapping

§ Budget/Finance

§ Development, Marketing

§ Alumni database

§ PES Markets and Economics

SourceIf I am the President… Information

What am I trying to 
communicate?
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Regional Market: Overall Percentile

Pr
og

ra
m

C
on

tri
bu

tio
n

Illustrative

Program Contribution by Market Position: Institution View

Computer Science (Bachelor’s) 
Regional Market:
Overall Percentile: 100%
Total Contribution: $932,445
2023-2024 Enrollment: 342

Source: Gray DI Academic Program Management Dashboard
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1,274
1,387
1,388
1,411

2,402
2,506
2,941

8,399
10,667

14,822

Denver, CO
Chicago, Ill

Los Angeles, CA
Boston, MA

Harrisburg, PA
Washington, DC

Baltimore, MD
Pittsburgh, PA
New York, NY

Philadelphia, PA

Top 10 Cities, All Bachelor’s Programs Alumni Insights Report

7,682

7,925

8,051

8,146

8,311

9,298

9,309

10,068

10,863

11,658

Architectural and Engineering Managers

Project Mgmt/Business Ops Specialists

Financial, Risk, and Investment Analysts

Managers, Other

Advertising and Promotions Managers

Computer Occupations, All Other

Marketing Managers

Sales Managers

General and Operations Managers

Chief Executives

Top 10 Entry-Level Jobs, Bachelor’s Graduates
First Four Years After Graduation

674
692
725
742
779

858
921
928

1,038
1,062

UPMC
JP Morgan Chase & Co.

PWC
Johnson & Johnson

Accenture
Deloitte

Merck
Vanguard

IBM
Lockheed Martin

Top 10 Companies, All Bachelor’s Programs

Illustrative
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27
28

35
42
45

50
51

90
119

136

Mechanicsburg, PA
Washington DC

Raleigh, NC
Harrisburg, PA

San Francisco, CA
Baltimore, MD

Seattle, WA
New York, NY
Pittsburgh, PA

Philadelphia, PA

Top 10 Cities, Computer Science
Alumni Insights Report

121

133

144

157

201

225

299

369

702

982

Architectural and Engineering Managers

Database Administrators and Architects

Computer Systems Analysts

Chief Executives

Project Mgmt and Business Ops Specialists

Computer Programmers

Computer and Information Systems Managers

Computer Occupations, All Other

Web Developer/Digital Interface Designers

Software Development/QA Analysts & Testers

Top 10 Entry-Level Jobs, Computer Science
First Four Years After Graduation

A
Illustrative
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PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Decide and 
Adjust

Quarterly or 
Semester Annual Bi-Annual By Exception

§ Starts
§ Retention
§ Enrollment
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student/Faculty 

& Staff Ratios, 
Required FTEs

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

xxx
INSTITUTIONAL VITALITY

5-YEAR STRATEGIC & EDUCATIONAL PLANS ACCREDITATION REVIEWS GOVERNANCE PROCESSES

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Quarterly or 
Semester Annual Bi-Annual

§ Starts
§ Retention
§ Course 

Completion
§ Student Surveys

§ Student 
Outcomes

§ Margins
§ Student, Faculty, 

& Staff Ratios

§ Curriculum
§ Resources
§ Efficiencies
§ Longitudinal 

Outcomes 

By Exception

§ Enrollment 
spikes or dips

§ Outcome 
jeopardies

§ Faculty load 
imbalance

Capture and 
Share 

Performance

Plan and 
Adjust

Capture and 
Share 

Performance
Data

Remember:  A continuous, integrated data collection and portfolio management process 
supports effective evaluation and decision-making. 
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Take a moment to note ideas, applications, or other important learnings that 
you want to take note of from this discussion. 

Possible areas for reflection:

§ Does your institution have a consistent program management process?

§ Where is your institution strong in managing its portfolio?

§ What supporting data or tools will help you with your ongoing evaluation and ability to explain key areas of 
performance?

§ What tools would you like to add to better support your institution’s work in this area?
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"The art of communication is the language of leadership." - James Humes
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Next up in our Master Class Series: Next Month:  Butler University 
Case Study Webinar
Thursday, April 17th, 2 PM ET

Date Topic

Tues., March 4 Foundations of Academic Program 
Evaluation

Tues., March 11 Fiscal Fitness to Fund Growth

Tues., March 18 Market Demand:  The Key to 
Program Growth and Relevance

Tues., March 25 Managing Program Evaluation and 
Using Data to Tell Your Story 

Tues., April 1 Embracing Innovation:  The Future 
of Program Evaluation

Register here: 
https://www.graydi.us/2025-master-class-series

All classes are from 2-3 PM ET.


