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  PROPRIETARY

What is a Program Evaluation System?
Gray DI’s Program Evaluation System (PES) includes data, 

software, and processes.

Inform enrollment and revenue growth, and cost 
reduction decisions.

§ What new programs should we launch?

§ What current programs should we invest in for growth?

§ What new markets should I focus on for marketing and 
recruiting?

§ What redundant, high-cost, or underutilized courses can I cut 
or consolidate?

§ What areas should I focus on for efficiency opportunities based 
on benchmarking costs to other institutions?

§ Should I hire new faculty?
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  PROPRIETARY

Data Democratization

“Data democratization means that everybody has access to data and there are no gatekeepers that create a bottleneck 
at the gateway to the data. It requires that we accompany the access with an easy way for people to understand the 

data so that they can use it to expedite decision-making and uncover opportunities for an [institution]. The goal is to 
have anybody use data at any time to make decisions with no barriers to access or understanding.” -Forbes



Welcome!
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Agenda

• Butler University's Path to Transformation
• Approach to Innovation and Growth
• Transformation Lab Processes
• Successes
• Case Studies
• Q&A



Tell Us About You 

Respond in the Chat with Your Answer

What Division or Department Do You Work In?
• Academics
• Administration

• Admissions
• Business

• Enrollment

• Institutional Research
• IT

• Marketing
• Strategy and Innovation

• Other



Path to Transformation





Lilly Endowment Grant: Charting the Future

• Challenge: Butler University seeks to address the challenge of how a high-quality, private 
university not only adapts, but thrives - and accelerates continual transformation- in the rapidly-
changing higher education and workforce landscape.

• Opportunity: Butler sought to build the organizational capacity necessary to vigorously pursue 
transformation through the creation a new autonomous university entity- The Transformation 
Lab. The lab is a catalyst for piloting future-oriented models, ventures, and priorities aligned with 
the university's strategic direction

• Butler's Focus Areas
o Preparing Undergraduates for success in the digital age
o Advancing Butler's Lifelong Learning efforts by creating a leading model for adult education 

and corporate talent solutions
o Creating alternative, low-cost models for greater access to a Butler University education

• Timeline
o Received Grant: 2021
o Grant Period: 2021-2024



What Caused Butler to Approach Innovation 
and Growth Differently?

The Transformation Lab
A research & development unit, is the nexus between tradition and innovation, forging 

the strengths of Butler today with the possibilities of tomorrow.



Tell Us About You

Respond in the Chat with Your Answer

Do you currently have a formalized process for validating 
and moving ideas forward?
• Yes
• No 



Butler Approach



What is the Transformation Lab?

Department within Strategy and Innovation 
division charged with moving transformational 
ideas forward. The Lab: 
• Partners with Colleges, Divisions, and External 

Partners to move big ideas forward (ideas that 
live in the “white space”).

• Serves as a R&D Hub for the University.
• Provides resources and capacity (Market & 

Financial Analysis, Project Management, and 
Platform for Innovation).

• Utilizes a vetting process to effectively evaluate 
ideas employing tools such as Gray DI Program 
Evaluation System and Program Size Predictor.

• Creates tools, templates, and systems to 
expediate ideation process (idea to pilot or “fail 
fast” approach). 



Who We Are



Transformation Lab 
Processes



We Move Ideas Forward

The Lab uses a six-stage gated innovation journey to move ideas forward for 
new Education Models, Programs, Business Models, & Systems. The Lab works 
collaboratively with the idea owner(s) to improve ideas through iteration and 

research. 



Operationalizing the Stage-Gate Process



Using Data in Processes



Example Gray DI Program Scorecard



Example Program Size Predict



Successes



Innovation at Work

Founding 
Mission Model

Founder's 
College

Traditional 
Undergraduate 

Programs
BS Kinesiology BS Nursing BS Supply Chain

Continuing and 
Professional 

Education 
Programs

Early Childhood 
Educator 

Certificate

Online BS 
Organizational 

Leadership

Online MS 
Mental Health 

Counseling

Online MS 
School 

Counseling

Online MS 
Sports 

Management

In the last three years, the Transformation Lab has supported development of 
innovative programs and new models of education for a broader array of learners. 
These programs and models fall into three categories: Founding Mission Model, 
Undergraduate Programs, and Continuing and Professional Education Programs. 



Founder's College



Founder's College In Fall 2023, Butler became the third 
university to join the Come to Believe 

Network (CTB) and open a college using the 
CTB Model.

• The CTB Model has Proven Results
o Over 50% of CTB students graduate 

on time (two-year graduation rate)
§ Nationally, only 13% of students 

in two-year colleges graduate on 
time. At Indiana’s two-year 
colleges, only 18.6% of students 
are completing on time

o 90% of CTB students graduate debt-
free

o Nearly 80% of CTB graduates pursue 
bachelor’s degrees at four-year 
institutions



Founder's College – Associate Degree Programs

Academic Programming
• Rigorous Curriculum equivalent to first 2 years at Butler

• Direct and Clear Pathways to 4-year Degrees
• Faculty are Practitioners Focused on Teaching & Advising

• Different Pedagogical Approaches



BS Kinesiology



BS Kinesiology: Context & Background

The decision to sunset the Human Movement and Health Science (HMHSE) 
program in the College of Education (COE), led to the initial exploration of 
alternative programs to capture new students and meet the demands of the 
market. This exploration resulted in the proposal of a Kinesiology Major. 
Key drivers include:
ØMarket data, including enrollment team feedback, supporting a 

kinesiology major; 
ØAbility to leverage the established and thriving Sport Coaching Minor;

ØEnrollment of 27+ students in this minor.
ØIdentified community partners to fulfill internship requirements for 

students; and
ØHMSHE partners can be sustained

ØFlexibility of the program. 
ØKinesiology is broad and allows for a wide scope of concentrations to 

respond to market demands. 



BS Kinesiology Market Research & Performance
Kinesiology: A Growing and Supported Program
• College Board database records (2022) of intended majors for incoming 1st year students 

interested in “health-related fields”
• 3 million incoming students indicated interest in health-related fields. Relevant 

subcategories of students’ interests as that relate to the proposed major include:
• Athletic Training/Trainer = 4th on the list behind nursing, Health Professions 

and Clinical Sciences, and Pre Medicine
• Pre-Physical Therapy = 5th on the list.

• According to Gray DI:
• Top 10 largest growing bachelor’s program from 2021-2022.
• Overall Percentile Ranking: 95th percentile for Indiana and 91st for national. 

Gray DI 
Program 
Predict 
(completions 
at maturity)

Projection 
AY24-25

AY 24-25 Projection
AY25-26

AY25-26  to 
date

33 annually # New 
Student 
Starts

10 20 15 24



Market Research: Enrollment Data

Butler Enrollment Management personnel shared data from the 
College Board database records (2022) highlighting intended majors 
for incoming 1st year students interested in “health-related fields”.
Ø 3 million incoming students indicated interest in health-related 

fields. Relevant subcategories of students’ interests as that relate 
to the proposed major include:
Ø Athletic Training/Trainer = 4th on the list behind nursing, 

Health Professions and Clinical Sciences, and Pre Medicine
Ø Pre-Physical Therapy = 5th on the list.



Looking Toward the Future



Reflection on 3 Years
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Looking Toward the Future
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Impact Metrics of Approved Programs from 2022-2027
• Generate a $21,335,937 increase in annual gross revenue.
• Increase the number of net new students by over 3,300.

Current Work
• Assessing Program Health through Annual Reviews of KPIs

• Including updated market research and program size 
predictions

• Refining Butler's Strategic Direction (Currently)
• Looking specifically at Academic Program Portfolio & 

Growth Opportunities
• Prioritizing projects based on refined Strategic Direction



Questions?



Want to Connect?

Tracie Taylor
Director of Business Analysis

Transformation Lab
tjtaylor@butler.edu

Scan for LinkedIn

Callie Wright
Lead Project Manager

Transformation Lab
cewright1@butler.edu

Scan for LinkedIn

Learn About the Transformation Lab at Butler University:
https://www.butler.edu/transformation-lab/

Ralph Garcia
Regional VP of Business 
Development, Gray DI
ralph.garcia@graydi.us

Scan for LinkedIn

mailto:tjtaylor@butler.edu
mailto:cewright1@butler.edu
mailto:ralph.garcia@graydi.us

