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About Fort Hays State University

Founded in 1902 as the Western Branch of Kansas State
Normal School. The institution was originally located on the
grounds of Fort Hays, a Nineteenth-Century frontier military
outpost.

= Regional Comprehensive offering Associate, Bachelor’s,

Master’s, and Doctorate (DNP) degrees on-campus, online,
and through international partnerships

= Colleges: Education, Business, Arts/Humanities/Social
Sciences, Science & Technology, Health & Behavioral
Sciences

= 80+ unique program offerings with many concentrations,
certificates, minors, & micro-credential offerings

= Roughly 500 Faculty/500 Staff
= Accredited through the Higher Learning Commission

= 1 of 32 Kansas public higher education institutions
Governed by the Kansas Board of Regents
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Margins are only one component of a complete Program Evaluation System.

MARGINS
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Why are margins important?

Cross-subsidies fund what markets won’t: investing in your mission.

= |nstitutions use the funds to subsidize other mission-critical programs and activities.
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Program Economics Methodology

Gray DI calculates revenue, cost, and margin for teaching; we usually exclude overhead.

( )

| Department-Level Input | Direct Variable Economics

‘ ) (e.g. Faculty, Tuition)
Course-Level Input

X Line-ltem Input )




PROPRIETARY

Data Gathering

The data model is centered on course sections, students enrolled, and instructors teaching.

When Applicable | | | |

\

Department Costs

State Funding Tuition and

Pay and Benefits Course Fees

Discounts e.a. Lab Materials
Enroliment-Based .
| | |
Student Credit Workload Credit Hour Units
Hours
| | |
Pro Professional D t t
gram Status eparimen

Course

Sections
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Net Revenue Methodology
»= Revenue and discounts follow students into courses and flow to their declared major, or program.

$8,000 net revenue ) $2,000 per course )

$10,000 gross revenue assumes equal credit hour value
- $2,000 discounts

$8,000 to program
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Instructor Cost Methodology

» |nstructor pay and benefits are assigned to the courses they teach based on workload units.

Instructor Pay

and Benefits

Instructional Cost: Full-time
salaries, adjunct wages, and
benefits are assigned to
Individual classes based on
course workload units.

Release Cost: Corresponding
share of full-time pay and
benefits removed from direct
Instructional cost based on
provided release units.

Unassigned Cost: Remaining
share of full-time pay and
benefits for faculty whose
teaching plus release load are
less than standard load.
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Allocating Costs to Students

= The “fair share” of each section’s cost is allocated to all students in the class by student credit hour.

Hist ory 101 lllustrative
$10,602 Instructional Cost
=~ 75 SCH

25 students x 3 credit hours

$141 per SCH
|

History Majors Biology Majors Other Majors

ot 0 ¢ ! 0
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Putting it All Together: Contribution
= Net revenue less direct instructional cost equals contribution margin.

Total Contribution
lllustrative

$180,000,000
$160,000,000
$140,000,000
$120,000,000

$100,000,000

$80,000,000

$60,000,000

$40,000,000

$20,000,000

$0

Gross Revenue Discounts (52%) Net Revenue Instructional Cost Contribution (68%)
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In PES Economics & Outcomes:

Visualize trends over time.

Contribution

$20M
20$M $18M
$15M 14M
15M $ $14M
10$M
5$M
0$M
2019-20 2020-21 2021-22 2022-23 2023-24
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In PES Economics & Outcomes:

Rank-order programs by cost per SCH.

Measure: Totals Per SCH Metric: Net Revenue Instr. Cost Contribution

Instructional Cost by Program

Jazz Studies (Bachelor's) $586

Clinical Nurse Specialist (Master's) $571

Music Performance (Bachelor's) $453

Nursing Education (Master's) $444

Music Management (Bachelor's) $431

Nursing Administration (Master's) $412

$267

Music Teacher Education (Bachelor's)

Law (Doctoral) $267

Music (Bachelor's) $243

Tax Law (Master's) $226

Chemistry (Bachelor's) $217
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In PES Economics & Outcomes:

Compare program efficiencies.

Percentiles

Gross Revenue Discounts Contribution
— 38% — 41%
Net Revenue Instruct. Cost

= 41%
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In PES Economics & Outcomes:

Understand if instructional loads are trending with enroliment.

Instructional Trends (2019-20=100%)

105%

100%

95%

90%

85%

80%

-®- Unique Sections

102%

Students =-e= SCH
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In PES Economics & Outcomes:

Understand how your cost per SCH compares to other institutions.

Cost per SCH by Course Subject
Client vs. Benchmark

lllustrative
|25th Pct Sample Cost Median Sample Cost |75th Pct. Sample Cost I Client Cost

Dental Support Services _
. B
oarce NI |

Rehabilitation and Therapeutic Services -_l
Education Administration and Support -_|
Allied Health and Diagnostic [ GG |
Registered Nursing/Nursing Admin -
Engineering Tech - [
Design and Applied Arts -—
Engineering - I I

$0 $200 $400 $600 $800
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The Economics Agent is a conversational Al tool with a multi-agent architecture.

Numerical Agent

Economics Agent
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How We Built the Economics Agent

Designed to answer numerical and contextual questions through grounding in:

» Gray DI's data model
» Gray DI's methodology
= Term glossary

= Sample queries
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A Simple Interface for Complex Data

Trust the Economics Agent to extract the data needed to answer your question.

Generate a conceptual response to help new users understand the definition of contribution.

Remind yourself if summer courses are treated as part of workload expectations in your system.

I Ask me about your economics data... .
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What does contribution mean?

GRAY

Decision Intelligence

Favorite Applications

All Applications

Market Intelligence
Markets
Predict Program Size
Student Demand
Employment and Workforce
Geotargeting

Athletics

Economics & Outcomes

Academic Program Management

Reports

Other

f:} Economics Al Agent

Hello, what questions do you have about your data?
| am your Economics Al Agent here to help you explore and analyze your institution's instructional
economics. | will provide numerical and contextual answers. Soon, | will be able to help you with

market research in PES Markets.

{ How many student credit hour were taken in English last semester?

What share of English course enrollment are Math majors? ‘

{ What share of sections were taught by full-time faculty?
‘ What does contribution mean?

{ List the top 5 programs in descending order based on contribution per SCH.

What other questions do you have?
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GRAY

Decision Intelligence

What is the trend in SCH in English it
courses?

Markets

ﬁb Economics Al Agent

Hello, what questions do you have about your data?

| am your Economics Al Agent here to help you explore and analyze your institution's instructional
Predict Program Size Y g py p yze y!

economics. | will provide numerical and contextual answers. Soon, | will be able to help you with
Student Demand

market research in PES Markets.
Employment and Workforce
Geotargeting

Athletics

[ How many student credit hour were taken in English last semester? J
Economics & Outcomes _—

A ) [ What share of English course enrollment are Math majors?
cademic Program Management
Reports [ What share of sections were taught by full-time faculty?

Other p
’ What does contribution mean? l

‘ List the top 5 programs in descending order based on contribution per SCH.

What is the trend in SCH in Engl|
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What departments have the highest
average total pay, and how many
instructors do they have?

GRAY

Decision Intelligence

Favorite Applications

All Applications

Market Intelligence
Markets
Predict Program Size
Student Demand
Employment and Workforce
Geotargeting

Athletics

Economics & Outcomes

Academic Program Management

Reports

Other

&} Economics Al Agent

Hello, what questions do you have about your data?
| am your Economics Al Agent here to help you explore and analyze your institution's instructional
economics. | will provide numerical and contextual answers. Soon, | will be able to help you with

market research in PES Markets.

7 How many student credit hour were taken in English last semester?
What share of English course enrollment are Math majors?
What share of sections were ta by full-time faculty?
What does contribution mean?

l List the top 5 programs in descending order based on contribution per SCH.

29 What departments have the highest average total pay, and how many instructors
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@ Economics Al Agent

What is my cost of instruction, and -
how does that compare to others? Hello! .~ | am an Al virtual assistant designed to help you understand your

institution’s Program Economics. | can provide numerical and contextual answers.

Here are some example questions:

How many student credit hours were taken in English last semester?
What share of English course enrollment are Math majors?
What does contribution mean?

List the top 5 programs in descending order based on contribution per SCH.
What share of sections were taught by full-time faculty?

What does it cost me to teach
undergraduate english?

For the most recent period 2024-25, the total instructional cost to

teach undergraduate courses in the English & World Languages
department was $919,560.

" |’ Please note that Al-generated content should be verified independ= !

New messages H

M, FAQ

f\/\/hat other questions do you have?
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GRAY

Decision Intelligence

Feature: Create and Export Tables =

All Applications Q} Economics Al Agent

Market Intelligence

_— Hello, what questions do you have about your data?

| am your Economics Al Agent here to help you explore and analyze your institution's instructional
Predict Program Size o g Py p yze y

economics. | will provide numerical and contextual answers. Soon, | will be able to help you with
Student Demand

market research in PES Markets.
Employment and Workforce

Geotargeting

Athletics
How many student credit hour were taken in English last semester?
Economics & Outcomes

. )
AT FismE (e at share of English course enroliment are Math majors?

Reports at share of sections were taught by full-time faculty?
Other
What does contribution mean?

List the top 5 programs in descending order based on contribution per SCH.

What other questions do you have?
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Race: Agent vs. Elizabeth

GRAY

Decision ntetigence
Favorite Applications
All Applications
Market Intelligence
Markets
Predict Program Size
Student Demand
Employment and Workforce
Geotargeting
Athletics
Economics & Outcomes
Academic Program Management
Reports

Other

ﬁ} Economics Al Agent

Hello, what questions do you have about your data?
| am your Economics Al Agent here to help you explore and analyze your institution's instructional
economics. | will provide numerical and contextual answers. Soon, | will be able to help you with

market research in PES Markets.

How y student credit hour were taken in English last semester?
What share of English course enrollment are Math majors?

What share of sections were taught by full-time faculty?

What does contribution mean?

List the top 5 programs in descending order based on contribution per SCH.

What was the share of sections taught by full-time faculty |

Summary

Scorecard Analysi

Data Table

Overheads

ections applied

Insight Advisor

Year Semester Academic Unit Program Area Program Award Level Secondary Program Student Level
Y Filters
Modality College Department Course Subject Course Title Course Level Section Type Location
2024 Gross Revenue 2024 Discounts 2024 State Appropriation 2024 Net Revenue 2024 Instructional Cost 2024 Contribution
. - (1%) - (6%) - (4%) - (7%) $ v (2%)
- (2%)
$89M ' $63M o $3M $28M $14M 14M
L3
Measure: Per SCH View economics by: Progr: Department Course Subject Course state Funding: [T No units: | $m v
Net Revenue Instructional Cost Contribution
40$M 20$M $20M
$33M $32M $16M 20$M $18M
$31M $29M $28M " $15M B1oM $14M $15M
15%M 14M
30$M $12M 15%M R FLan
20$M 105M 10$M
108M 5$M 5$M
0$M 0$M
2019-20 2020-21 2021-22 2022-23 2023-24 2019-20 2020-21 2021-22 2022-23 2023-24 2019-20 2020-21 2021-22 2022-23 2023-24
Net Revenue by F Instructional Cost by Program Contributions by Program
Registered Nurs... _ $25M Registered Nurs... _ $7M Registered Nurs... $18M
Business Admini... -$BM Music (Bachelor... - $5M Business Admini... $5M
Psychology (Bac Music Teacher Psychology (Bac... $3M
Music (Bachelor.. - $6M Business Admini.. - $3M Criminology (Ba... || $2M
Biology (Bachel. -$5M Biology (Bachel. - $3M Biology (Bachel $2M
Early Childhood... - $4M Music Performan... - $3M Social Work (Ba... $2M
Social Work (Ba.. Early Childhood... - $2m Business Admini... [ $2m
Criminology (Ba. - $4M Psychology (Bac. - $2M Early Childhood.. $2M
Music Teacher Social Work (Ba... -3ZM Kinesiology and... $2M




Our Clients in Action: A Real User Experience

Andy Cutright participated in our Beta testing and helped us improve the Agent’s responses.

= Fort Hays will include program economics data in their upcoming program review.




Context: Why Gray Economics tool?

Regular Academic Program Review Policies and Procedures for AY 25-28

20,000

19,000

18,000

17,000

16,000

15,000

14,000

13,000

12,000

11,000

10,000

1. Each university shall establish and publish clearly defined policies and procedures to review all its

academic degree programs.

1i. At minimum, university academic program review policies and procedures must analyze and assess:

AY08' to AY25' Headcount

19,052

16,521

12,129

100% 10@ @0\6 10\\ 10@ @\% @Q\m 1‘5@ @\% @‘N 1‘5\% (L“@ 1‘3@ "ﬁf‘\ @ﬂ ”&ﬁ "&P‘& 1“16

(1) Market demand for the program;

(2) Student demand, student accessibility, and student return on investment;

(3) Centrality of the program to fulfilling the mission and the role of the institution;
(4) The quality of the program as assessed by its curriculum and impact on students;
(5) The service the program provides to the discipline, the university, and beyond: and
(6) The program'’s cost-effectiveness.

Academic Affairs Priorities

Priority Four - Leverage existing data resources to drive academic affairs strategic
decisions
Primary focus: Converting institutional data into actionable academic strategies

e Harness program-level analytics to guide curriculum decisions

¢ Use enrollment trends and employer data to inform planning

e Track student success indicators to inform interventions

e Make faculty resource allocations based on evidence rather than tradition
¢ Monitor market demand signals when considering program development

PROPRIETARY
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How does the Economics Al Agent Fit In?

Data
Democratization & DataAccess

S+ L+ 4

Comfort Tools Culture

= Democratization of Data

= [t's another “tool” in the toolbox for
engaging with the data

= Not everyone has 20 years of data
analytics experience, but now they
can “get their beak wet”
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What can the agent do for you?

=  Save time.

= Ask questions. Get answers. No digging!
= Expand usage.

= Make faster data-informed decisions.




