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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.
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Why are margins important?

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

§ Institutions 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.

Course-Level Input

Direct Variable Economics
(e.g. Faculty, Tuition)

Direct Shared Costs
(e.g. Academic Deans)

Department-Level Input

Indirect Costs
(e.g. Facilities)

Line-Item Input



7

  PROPRIETARY

Data Gathering

The data model is centered on course sections, students enrolled, and instructors teaching.
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Course 1

Course 4

Course 2

Course 3

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

$8,000 to program$2,000 per course
assumes equal credit hour value

$8,000 net revenue
$10,000 gross revenue

- $2,000 discounts
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Instructor Pay 
and Benefits

All Instructor Types

Full-Time Only

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

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

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

Instructor Cost Methodology
§ Instructor pay and benefits are assigned to the courses they teach based on workload units.
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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.

History 101 Illustrative

$141 per SCH

History Majors Biology Majors Other Majors

$10,602 Instructional Cost

÷	75 SCH
25 students × 3 credit hours

=
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Gross Revenue Discounts (52%) Net Revenue Instructional Cost Contribution (68%)
$0

$20,000,000

$40,000,000

$60,000,000

$80,000,000

$100,000,000

$120,000,000

$140,000,000

$160,000,000

$180,000,000

Total Contribution
Illustrative

Putting it All Together:  Contribution
§ Net revenue less direct instructional cost equals contribution margin. 
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In PES Economics & Outcomes:

Visualize trends over time. 
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In PES Economics & Outcomes:

Rank-order programs by cost per SCH.
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In PES Economics & Outcomes:

Compare program efficiencies. 
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In PES Economics & Outcomes:

Understand if instructional loads are trending with enrollment. 
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In PES Economics & Outcomes:

Understand how your cost per SCH compares to other institutions.

25th Pct Sample Cost Median Sample Cost 75th Pct. Sample Cost Client Cost

Cost per SCH by Course Subject 
Client vs. Benchmark

$0 $200 $400 $600 $800

Dental Support Services

Music
Dance

Rehabilitation and Therapeutic Services

Education Administration and Support

Allied Health and Diagnostic 
Intervention

Engineering

Engineering Tech
Design and Applied Arts

Registered Nursing/Nursing Admin

Illustrative
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The Economics Agent is a conversational AI tool with a multi-agent architecture.

Numerical Agent

Document Agent

ABC

Economics AgentUser
123
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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.
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What does contribution mean?
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What is the trend in SCH in English 
courses?
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What departments have the highest 
average total pay, and how many 
instructors do they have?

RESTRICTED 

DATA
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What is my cost of instruction, and 
how does that compare to others?

Gray DI’s 

Benchmarking 

Consortium
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Feature:  Create and Export Tables
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Race:  Agent vs. Elizabeth
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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. 
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Context: Why Gray Economics tool?
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How does the Economics AI Agent Fit In?

§Democratization of Data

§ It’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.


