PROPRIETARY

GRAY

DECISION INTELLIGENCE

Predicting Program Size and Remix of Existing Programs
Gray DI Master Class Series

March 31st, 2026




PROPRIETARY

Youssef Aljabi

Associate Vice President, Data
Science and Product

Gray Decision Intelligence




Turbulent 20s

Pandemic
Domestic Division
Attacks on higher ed
Enrollment cliff
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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, p—
- ‘- ‘E\\%’}\‘:fi,}?‘;\‘:z\sz\«t,'z?ﬁi.,

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
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™

MARKETS MARGINS

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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Poll 1 (Estimating Program Sizes)

1 question

1. How do you go about estimating new program sizes? (Single choice)

() 1just wing it
() 1 use the average size in my market

() Someone on my team comes up with an estimate (I don't know how they do it)
() 1do not have a process to estimate new program sizes

() 1 have a rigorous process | am very confident with
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Projecting Enroliment

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

Projecting Program Size

| — 7%
Ll

[ ] ]
o’ _I
_-

Average Size Peer Institution Analysis Build Machine
Median Size Accreditor’s Data Learning Model
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Predict Program Size

Size at Similar Schools

Yy
Market Data — ' ' ' Program-Portfolio Fit
=

Size Demographic Fit Size

Location I” .. "W Focus & Portfolio o ’
Type (e.g., Engineering) L— Award Level

i Q

Selectivity Sector
Student Types * Modality

C——) A —

Machine Learning
Gradient Boosting

XGB Regressor
Random Forest
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Design appropriate validation method.

Predicted vs Actual Program Size Predicted vs Actual Program Size
Large Program Very Small Program
100% 100%
81%
80% 77% 80%
60% 60%
40% 40%
False Positive False Negative
(0]
20% i/" 187% 20%
0% . 0%
Large Medium Small Very Small
Actual Program Sizes Actual Program Sizes
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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.

Bachelors in Cinematography

CIP (Bachelor’s) Institution School Size Status On-G_r oynd Online Prediction Both Prediction
Prediction
0lese Art and Design
Cinematography and Focus 9 ~1,000 New Program 76 75 75
Film/Video Production
50.0602
Cinematography and State School ~3,000 New Program 22 26 24

Film/Video Production
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Current Programs Portfolio

Outperforming Growth Opportunity?
\ A

\
—

Bachelors of Math Masters of Public Policy
L]

. « Masters of Social Work

* Bachelors of Data Science — Growing Market

* Bachelors of lllustrative Design

Market Growth ¢--------------------------------ooooo oo aieiiiutataleieiiniutataieieiiiaatateietiiuetaeitiia et >

Bachelors of Elementary Ed. = .

* Masters of Neuroscience
Masters of Public Policy =

~ Shrinking Market

<

Predicted Minus Actual
lllustrative
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Poll 2

1. How long does a program proposal process take you, including market analysis and financial forecasting?
(Single choice)

Less than a week
2-4 weeks

1-3 months

Forever
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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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Pro Forma Financials
Enroliment

= Predicted size
=  School's retention rates

= National growth ramps

Cross
Departmental

Instructional Costs
= Curricular mapping
— Current vs New courses

= |nstructional cost per SCH
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Pro Forma Output: Financials

Year 3 99 $0.75M $1.93M

Breakeven Point Enrollment at Maturity Gross Margin at Maturity Cumulative Cashflow

Cumulative Cash Flow by Year Year & Margins

B Positive [l Megative B Fositive [l Megative [} Margin

$4.00M $20M
$1.93M
$2.00M
$15M
R ettt Y
$200M -$00.0M
£1.0M
$1.00M §0.7M
-$0LAM
30.54m 20.5M
$0U00M
sozon TR $0.10M
-$0.23M
$02 40158
$1.00M $00M
o 1 2 a 4 5 & ,
Met Bevenue Diperational Costs Instructioral Costs Fargin
Year

Category
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Pro Forma Output: Enroliment and Faculty FTEs

Enrollment by Year
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Standardize Reporting

Consistent, efficient, and repeatable process at your institution.

(4] cray

rll. Genl

Predict Program Size ' T e Senarser
— o &
A -

Pro Forma Financials

CIP Code: 52.1001 Human Resources Management, G - - - '
Award Level: Bachelors '

Prepared On: 202602-24 -
* I 3 L) :
172008 $7.015.3% .80
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What Does Remixing a Program Mean?

MUSIC

Composition

Music Theory

Music Business and Law
Music Technology
Fundamentals

NEW COURSE @

Audio Engineering

MUSIC

BUSINESS PRODUCTION

Social Media Marketing
Project Management
Entrepreurial Finance
Business Communication

AND
MANAGEMENT

COMPUTER SCIENCE ©
Software Development/Python \. NEW COURSE *\Ll

Introduction to Artificial Intelligence Artist Management
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Remixing Existing Resources

Navigating with What’s on Board

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

UNIVERSITY OF THE AMERICAS

ACADEMIC
COURSE
CATALOG

DEPT. OF ELEC 2024-2025 MECHAN\CALF—NG\NEER\NG 93
CIENCEs ~CINEER) . & LENGINEERWNG

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

92

C A units
OMESCIT0]" The Beauty apg e =
The Beauty and s, Joyof co Put ME —0 /Engi“ee"“g o, e ovorevoemal
Somputing and fojiggs e OPHting m il /{NG 100 engineering "g:‘:,ae,evérauon of theimtetat 8100
H H PULting as gy gp, 0N tinilate .. oH9uon, ineering qarna ral mo oeaoloy
sbecured iteret. co, te conggny eng! ). The nt aont for as3s
= You can remix and launch a new major next fall by Rl e e SN e ey o o s,
. . . - €COMOIT S0r5anatepm Lc® With miagy yoMtS, ang 1gineov ¢ acoUnCl oot thaansis and EEIC o ales in
t f h MOMUbzing soars <I9S Woise ijqoric ed in yy, 13 ol cma0st O euse Konavie) WL
ypassing the traditional lead times for new hiring e e
Prerequisites. 11Omers and copse oo PO ang echent 19 ineering, Adapbome: \
. “APC3 A Ot Celre, isites: ENg! P ¢. K.Poolla
Prerequisites: ercs o ns, prerequi ) 1o
or new course-approv al processes. Prof B, Gures: SEMeNote ang rongy,, : Reauireerts ¢ o enabias ‘
COMPsCI61A Th o0.g preted boolla :
e Structure ang Int iy ot i it
Computer Programg  P"etation of Mechatronics SystemDesign
The Structure ang 28 Mec! Jesign sosed in monot
Ul . . m desigf 5
COmputers an g ig ;"::ee’g: ::‘auoms of ¢, omputer, 4 Unitg ME‘- ENG 10 Mgchﬂ"":"’ SZSS‘:;,Smd for c;\'g‘i:“o:::?:cl:z;ssy\moss.
3merancecistent pe °6nN0 ho wpif d m enginee’! symem olcnethE e & e sesscal
and seanus meqc pre 2 SUIUBDN to g gy MM taCRI oL Mese ngineering N Y os credtibitity of the 220 0
. stum ar, Orieneio 2 Uiy o Vong . 1 and SOt  sotat sineeutia desig!
wn 1] Prereq: @ sherot nent CONntibygey p ¢l magy” au orgne! i dorite; SOt croiculty
* You aren't "betting the house" on a new venture T4PCS Aorcsig o O i
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* Market Intelligence

* Predict Program Size

* Current Programs

» School Catalog

« Strategic Plan, Accreditation

* Faculty Expertise

» General Program Requirements Data
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Inputs ® Team of Experts
o with or without Al
. ® o0
» Market Intelligence * Interprets Course Content
* Predict Program Size « Maps Courses to Potential
* Current Programs New Programs
» School Catalog » Finds Gaps
« Strategic Plan, Accreditation * Synthesize Market
« Faculty Expertise Intelligence

» General Program Requirements Data



* Market Intelligence

* Predict Program Size

* Current Programs

» School Catalog

« Strategic Plan, Accreditation

* Faculty Expertise

» General Program Requirements Data
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New
Team of Experts Program
with or without Al Ideas

|dentifies New Programs
that can be created with

* Interprets Course Content
» Maps Courses to Potential

New Programs existing courses.
* Finds Gaps » Current courses used
» Synthesize Market * New course(s) needed
Intelligence * Market demand
» Student outcomes
* Financials



PROPRIETARY

Standardize Reporting

Consistent, efficient, and repeatable process at your institution

[f] cray
£ cray

£ aray
Bachelor of Science in Game and Interactive Media Design

achelor of Science in Game and Interactive Media Design

DIG 3715C — Game Engine Developmenl -3 Credlls

Program Remix Course Description:

a ] E] engine ke ly. Students w 3N e Jamentais of the RT 201 I‘—Cnntm:a"-uplztlcﬁl—il‘rwls
New Program Suggestion Report Rncines interface scrioting (G bhw e i e e 2 ustiicaton for Reuse: 1125, o _
. IRT 2301C — Beginning Drawing — 3 Credits
Learning Outcomes hstifcation for Reuss: -
Bachelor of Sclence in Game and Interactive Media Design : t t

- o Write pist 1 ) ect behav 1 EM 4020 — Software Engineer |n-:| = 3Lre-.1| 5
. ement fu ental ga ystern 3 ’ mat 3 f u:‘hﬁl;abonfurﬂtusc
act e y -
. d Jd

0P 2510 = Programming Cond rpl:-\. 3 Credits
u;uflcatm for Reus-e wides the te f

0P 3514 = Program Design = 3 Credits
ustificaton for Reuse: ps ob riented pr

DIG 3715C —~ Game Engine Denlopmom -3 crodns 3 3 engines like
Course Descnptlon Dga t

1a ; ap & like tv Students will learmn the f { enta f the G 3873 — Introduction to 30 Animation — 3 Credits
U!-tl'rll:'ﬂtlﬁ'l tor H!U'!'-E |
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Interactive Model

With the advancements of Al, 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 |
M o d e I Contemnporary University

= New Programs
= Markets Data

= New Courses O
= Current Courses i
= New Syllabi o

= Workforce Insights

= Competitors Data

= Marketing Material

= Textbook Selection

= Faculty Information
= Other (@ v
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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 Al 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

April 30th
Date Topic 2PMET

Tues., March 10 Higher Edu_catlon in the
Roaring 20s

Market Demand for

Tues, March 17 Academic Programs

Program Economics

Tues, March 24 and Outcomes

Predict Program Size

Tues, March 31 and Remix
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