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Turbulent 20s

Pandemic

Domestic Division

Attacks on higher ed

Enrollment cliff

AI and jobs

War

?
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Precision Through the Storm

In the last session, we explored how understanding 
your internal data can keep you stable and efficient 

In this session, we will:

▪ Navigate the horizon and learn how to make intelligent, agile, 

and financially-sound decisions

▪ Review data and techniques to inform current and new 

program investment
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A Framework for Intelligent, Agile, and Financially-Sound Decisions

Within this framework, there are techniques for:

• Projecting enrollment: calculate program size accurately

• Forecasting financials: project financials thoroughly

• Remixing existing resources: launch new majors by 

leveraging existing faculty and assets
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Agenda

Precision Through the Storm

A Framework for Intelligent, Agile, and Financially-sound Decisions

Projecting Enrollment

Forecasting Financials

Remixing Existing Resources
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Projecting Enrollment

If the scale is wrong, the strategy can’t be right

▪ Beyond national and market averages 

– The size projections should be customized to the institution’s characteristics

▪ The size establishes your "Go/No-Go" signal

– New Programs: Quantify the potential before you invest the first dollar. Move from “guessing/breakeven” to 
“gauging”.

– Current Programs: Detect growth opportunities and identify your star programs

▪ The cost of sizing errors

– If your projection is too big (over-sizing) -> you over-hire faculty, waste capital, don’t see the desired ROI 

– If your projection is too small (under-sizing) -> you’ll miss on the opportunity and leave the market for competitors

– Both errors have a huge opportunity cost
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Past, Present, and Future

Peer Institution Analysis

Accreditor’s Data

Build Machine 

Learning Model

Projecting Program Size

Average Size

Median Size
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Predict Program Size

Sector

Focus & Portfolio

Selectivity

Student Types

Location

Machine Learning
Gradient Boosting

Size

Program-Portfolio Fit

Demographic Fit

Size at Similar Schools

Market Data

Size

Type (e.g., Engineering) Award Level

Modality

XGB Regressor

Random Forest
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Design appropriate validation method.
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Qualitative Spot Check: What is your institution’s focus?

A small school with an arts focus can produce 3x the completions of a larger state school.

CIP (Bachelor’s) Institution School Size Status
On-Ground 

Prediction
Online Prediction Both Prediction

50.0602 

Cinematography and 

Film/Video Production

Art and Design 

Focus
~1,000 New Program 76 75 75

50.0602 

Cinematography and 

Film/Video Production

State School ~3,000 New Program 22 26 24

Bachelors in Cinematography
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Current Programs Portfolio

Predicted Minus Actual 

Market Growth

Bachelors of Math
Masters of Social Work

Bachelors of Elementary Ed.

Bachelors of Illustrative Design

Bachelors of Business Administration

Bachelors of Data Science

Masters of Public Policy

Masters of Economics

Masters of Neuroscience
Masters of Public Policy

Illustrative

Outperforming Growth Opportunity?

Growing Market

Shrinking Market
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Projecting Enrollment

Forecasting Financials
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Forecasting Financials

Accuracy is anchored in the scale

▪ Once you have an accurate size projection, forecasting revenue becomes an easy task 

– Headcount translates to tuition revenue 

▪ Expense Budgeting

– Current faculty, new full-time faculty, or adjunct faculty. Timeline?

– Program development costs, marketing, administration

▪ What-if Analysis

– Create different scenarios using different inputs

– Model low, mid, high estimates 
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Enrollment

▪ Predicted size

▪ School's retention rates

▪ National growth ramps

Revenue

▪ Students’ credits per year

▪ Tuition and fees

▪ Discount rate

Non-Instructional Costs

▪ Administration cost

▪ Program development costs

▪ Marketing costs

Instructional Costs

▪ Curricular mapping

– Current vs New courses

▪ Instructional cost per SCH

Cross 

Departmental

Pro Forma Financials



18

  PROPRIETARY

Pro Forma Output: Financials
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Pro Forma Output: Enrollment and Faculty FTEs
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Standardize Reporting

Consistent, efficient, and repeatable process at your institution.
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Forecasting Financials

Remixing Existing Resources
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What Does Remixing a Program Mean?
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Remixing Existing Resources

▪ You already have thousands of courses, hundreds 
of qualified faculty, and a lot of opportunities. 

▪ By remixing existing curriculum, you drive the 
marginal cost of a launch toward zero and 
maximize seat efficiency.

▪ You can remix and launch a new major next fall by 
bypassing the traditional lead times for new hiring 
or new course-approval processes. 

▪ You aren't "betting the house" on a new venture. 
You’re simply using your existing strengths to 
appeal to a wider market. 

Navigating with What’s on Board
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How Does That Work

Inputs

• Market Intelligence

• Predict Program Size

• Current Programs

• School Catalog

• Strategic Plan, Accreditation

• Faculty Expertise

• General Program Requirements Data

AI or Human 
Expert

• Interprets Course Content

• Maps Courses to Potential 
New Programs

• Finds Gaps

• Synthesize Market 
Intelligence

New 
Programs

Identifies New Programs 
that can be created with 

existing courses.

• Current courses used

• New course(s) needed

• Market demand

• Student outcomes

• Financials

New 

Program 

Ideas
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How Does That Work

Inputs
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with or without AI
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Standardize Reporting

Consistent, efficient, and repeatable process at your institution
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Interactive Model

With the advancements of AI, you can securely combine your institution's data with real 
market intelligence to explore your options through conversation.

▪ Remixing a program is not one and done. It’s an iterative process. 

▪ A comprehensive model provides:

– Real-time analysis of program gaps, market demand, and curriculum reuse opportunities

– Answers grounded in your actual catalog, courses, and strategic plan with source citations

– Markets data and size prediction

– Similarity and cannibalization risk flagging before you invest

– Program naming conventions
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Interactive 
Model

▪ New Programs

▪ Markets Data

▪ New Courses

▪ Current Courses

▪ New Syllabi

▪ Workforce Insights

▪ Competitors Data

▪ Marketing Material

▪ Textbook Selection

▪ Faculty Information

▪ Other
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Agenda

Precision Through the Storm

A Framework for Intelligent, Agile, and Financially-sound Decisions

Projecting Enrollment

Forecasting Financials

Remixing Existing Resources
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Precision Through the Storm

In summary, we talked about

▪ Gaining confidence in new program decision making by 
leveraging best-in-class techniques in projecting program 
enrollment, forecasting financials

▪ Creating standardize, efficient, comprehensive process for 
your institution

▪ Using AI to explore new program offerings with existing 
resources responsibly and securely
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Next up in our Master Class Series

All classes are from 2-3 PM ET. Demand Trends Monthly Webinar

Date Topic

Tues., March 10
Higher Education in the 

Roaring 20s

Tues, March 17
Market Demand for 

Academic Programs

Tues, March 24
Program Economics 

and Outcomes

Tues, March 31
Predict Program Size 

and Remix

Tues, April 7
Innovations in Academic 

Program Evaluation

April 30th

2 PM ET


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32
	Slide 33

