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Innovations in Academic Program Evaluation

April 7, 2026
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Today’s Speaker

Robert Gray Atkins
Founder and CEO

Gray Decision Intelligence
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Our first master class acknowledged the pessimistic prognostications about 
higher ed, outlined challenges, and highlighted opportunities.

▪ Pandemic

▪ Domestic Division

▪ Attacks on higher ed

▪ Enrollment cliff

▪ AI and jobs

▪ War

Turbulent 20s
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Student Demand

Employment

In our second master class you learned the key metrics of market demand.



5

  PROPRIETARY

Program economics are a critical part of program Evaluation.

“Margin funds mission.”
Bill Massy, Professor Emeritus, Stanford University

Mission $Academics

Markets

Margins

Growth
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10 Existing Courses 

The fourth class explained “remixing” courses and predicting program size.

MUSIC

• Composition

• Music Theory

• Music Business and 

Law

• Music Technology 

Fundamentals

COMPUTER SCIENCE

• Software Development

• Introduction To Artificial 

Intelligence

BUSINESS

• Social Media Marketing

• Project Management

• Entrepreneurial Finance

• Communication

New Program

Music Production and Management

2 New Courses 

Audio Engineering Artist Management

+

Fast Low Cost

Predicted Enrollment
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Program Management

 

▪ Aligning enrollment and resources

▪ Retention and completion

▪ Economic contribution to fund mission & growth

▪ Timely issue identification and resolution

Focuses on a sustainable program portfolio

Program Assessment 

▪ Academic content

▪ Student learning outcomes

▪ Course and program objectives

Focuses on teaching and learning

vs.
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What is a program management process made up of?

Decisions
What decisions do you need to make for 

your program portfolio?

Frequency How often should you look at the data?

People
Who should be involved? Senior 

leadership, deans, faculty, IR… other?

Report
What dashboards do you need to bring it 

all together?

Data
What data sources do you need? 

(Markets? Economics? Outcomes?)

Anticipate
How should you address anticipated 

changes in required resources (e.g., 

faculty, labs, clinicals)
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Quarterly or 

Semester
Annual Bi-Annual By Exception

How often?  It depends on the data and actions.

▪ Starts

▪ Retention

▪ Enrollment

▪ Course 

Completion

▪ Student Surveys

▪ Student 

Outcomes

▪ Margins

▪ Student, Faculty, 

& Staff Ratios 

and Required 

FTEs

▪ Curriculum

▪ Resources

▪ Efficiencies

▪ Longitudinal 

Outcomes 

▪ Enrollment 

spikes or dips

▪ Outcome 

jeopardies

▪ Faculty load 

imbalance
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PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Capture and 

Share Market & 

Performance

Data

Decide and 

Act

Program Management:  On-Going Process, Supported by Automation

Quarterly or 

Semester
Annual Bi-Annual By Exception

▪ Starts

▪ Retention

▪ Enrollment

▪ Course 

Completion

▪ Student Surveys

▪ Student 

Outcomes

▪ Margins

▪ Student, Faculty, 

& Staff Ratios 

and Required 

FTEs

▪ Curriculum

▪ Resources

▪ Efficiencies

▪ Longitudinal 

Outcomes 

▪ Enrollment 

spikes or dips

▪ Outcome 

jeopardies

▪ Faculty load 

imbalance
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Program Management:  On-Going Process

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Decide and 

Act

Quarterly or 

Semester
Annual Bi-Annual By Exception

▪ Starts

▪ Retention

▪ Enrollment

▪ Course 

Completion

▪ Student 

Surveys

▪ Student 

Outcomes

▪ Margins

▪ Student, 

Faculty, & Staff 

Ratios and 

Required FTEs

▪ Curriculum

▪ Resources

▪ Efficiencies

▪ Longitudinal 

Outcomes 

▪ Enrollment 

spikes or dips

▪ Outcome 

jeopardies

▪ Faculty load 

imbalance

Capture and 

Share 

Performance

Data

xxx
INSTITUTIONAL VITALITY

5-YEAR STRATEGIC & EDUCATIONAL PLANS ACCREDITATION REVIEWS GOVERNANCE PROCESSES

PROGAM PORTFOLIO MANAGEMENT

Mission (Fit) MarketsAcademic Outcomes Economics

Quarterly or 

Semester
Annual Bi-Annual

§ Starts

§ Retention

§ Course 

Completion
§ Student Surveys

§ Student 

Outcomes

§ Margins

§ Student, Faculty, 

& Staff Ratios

§ Curriculum

§ Resources

§ Efficiencies

§ Longitudinal 

Outcomes 

By Exception

§ Enrollment 

spikes or dips

§ Outcome 

jeopardies

§ Faculty load 
imbalance

Capture and 

Share 

Performance

Plan and 

Adjust
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Different stakeholders need different information to make decisions.

What could I 

do with this 

major?

What does our 

state need to 

support economic 

development?

What is our 

market share? 

Where are we 

under 

pressure?

What programs 

have high student 

demand? Are we 

positioned to meet 

these?         

How are we 

preparing 

graduates for 

jobs of the 

future?

Are we 

fiscally fit?  

efficient? What skills do 

employers 

want?  Are we 

teaching them?
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How can you organize so much 
critical information?

Make it accessible?

Keep it timely?
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Portfolio-Level Analysis

FixInspect

Protect
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Academic Management Dashboard:  Provosts/Presidents
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Academic Management Dashboard:  President, Provosts, and Deans
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Use data to identify problem areas:  e.g., DFW Rates
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DFWs in 36,979 courses at private colleges are a ~$370 million opportunity.

▪ 0.3% of courses had losses of over $1.0 million per year, totaling $152 million.

▪ 5% of courses had lost revenue of $100k to $500k, totaling $290 million.

0.3% 0.7%
5.1%

25.3%

68.5%

0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

70.0%

80.0%

>$1.0M $500k to
$1.0M

$100k to
$500k

$10k to
$100k

<10k

DFW Revenue Impact 
Amount Lost Per Course

Percentage 

of Courses

$152 $145

$290

$237

$11

$0

$100

$200

$300

$400

>$1.0M $500k to
$1.0M

$100k to
$500k

$10k to
$100k

<10k

Lost Revenue

Loss per Course Loss per Course
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Gray DI benchmarks suggest a massive opportunity to increase revenue.

Undergraduate Courses (UG), especially 100-level courses, are the place to focus.

$14,092,667

$12,334,396

$9,986,270

$9,962,675

$9,185,174

$7,601,297

$7,283,544

$6,999,100

$6,772,370

$6,245,631

$5,893,883

$5,705,754

$0 $5,000,000 $10,000,000 $15,000,000

English Language and Literature, UG Lower

Information Systems/Science and Information Technology, UG Lower

Creative Writing, UG Lower

Psychology, UG Lower

Mathematics, UG Lower

Biology, UG Lower

Statistics, UG Lower

Chemistry, UG Lower

Mathematics, UG Lower

Sociology, UG Lower

English Language and Literature, UG Lower

Mathematics, UG Lower

Top 12 Courses: Lost Revenue

Source: Gray DI Academic Economics Benchmarking database
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Academic Management Dashboard:  Deans & Department Chairs Illustrative
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Apply AI:  A well-built AI tutor can make a difference.

“The best part was knowing 

it was grounded in the 

materials provided by our 

professor.”

“I find myself gravitating 

toward it whenever I have 

questions and want to go 

deeper into the content.”

“I could plug in exactly 

what I wanted to work on 

and get tailored guidance.”

“This was the best thing 

ever. PLEASE let us use 

this in other courses.”

Course-Specific Tutor

Impact on Students 

“[the AI] appears to function as a 

scaffold for clinical reasoning—

providing students with additional 

opportunities to practice applying 

concepts, test their understanding, 

and work through clinical decision-

making processes—rather than 

serving as a replacement for 

independent thinking.”
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Apply AI:  A well-built AI tutor can also help instructors.

“I wanted to take a moment to express my sincere gratitude for this 

AI Tutor. 

I have been testing it out for building tough exam questions, both 

multiple-choice and long-answer. Although the multiple-choice 

answers aren't always perfect (neither are mine), the questions are 

fantastic!! This has now saved me SO much time writing my exams. 

Whereas I have attempted to use my personal ChatGPT in the past, 

it was SO bad at it that I had to go back to manually writing 

questions.”

You've done something great here and I just can't WAIT for the 

update!”



23

  PROPRIETARY

Portfolio-Level Analysis

Inspect

Protect
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Programs of all shapes and sizes can be contribution positive.

Contribution by 

Program

Student Credit Hours

Program Contribution by Student Credit Hour

Illustrative

On average, 20% of programs in 

the smallest quartile of a portfolio 

are contribution-negative. 
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The Massy Model:  Academic What-if Scenarios – Cutting a Program

For a program with 10 enrolls and 10 completions per year, reduces cost by $216,000.

-$450,000.0

-$400,000.0

-$350,000.0

-$300,000.0

-$250,000.0

-$200,000.0

-$150,000.0

-$100,000.0

-$50,000.0

$0.0

2026 2027 2028 2029

Revenue, Cost, and Contribution Changes When Cutting a Program

Example:  Cutting an Economics Program Generating ~10 students per year

Change in Instructional Cost
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The Massy Model:  Academic What-if Scenarios – Cutting a Program

It also reduces revenue by $410,000.

-$450,000.0

-$400,000.0

-$350,000.0

-$300,000.0

-$250,000.0

-$200,000.0

-$150,000.0

-$100,000.0

-$50,000.0

$0.0

2026 2027 2028 2029

Revenue, Cost, and Contribution Changes When Cutting a Program

Example:  Cutting an Economics Program Generating ~10 students per year

Change in Net Revenue

Change in Instructional Cost
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The Massy Model:  Academic What-if Scenarios – Cutting a Program

Cutting the program could reduce margin by $195,000.

-$450,000.0

-$400,000.0

-$350,000.0

-$300,000.0

-$250,000.0

-$200,000.0

-$150,000.0

-$100,000.0

-$50,000.0

$0.0

2026 2027 2028 2029

Revenue, Cost, and Contribution Changes When Cutting a Program

Example:  Cutting an Economics Program Generating ~10 students per year

Change in Net Revenue

Change in Instructional Cost

Change in Contribution
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The Massy Model:  Academic What-if Scenarios – Cutting a Program

If half the students stay, cutting the program is almost contribution-neutral.

-$450,000

-$400,000

-$350,000

-$300,000

-$250,000

-$200,000

-$150,000

-$100,000

-$50,000

$0

2026 2027 2028 2029

Revenue, Cost, and Contribution Changes When Cutting a Program

Example:  Cutting an Economics Program Generating ~10 students per year

Change in Contribution 

(if 50% of Students Enroll 

in Another Major)
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“Perfection is attained by slow degrees; 

it requires the hand of time.”

Voltaire

Program Economics Scorecard, Computer Science, 2023-2024

Illustrative

Source: Gray DI PES Economics and Outcomes
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The Massy Model:  Enrollment’s Impact on Contribution.

Cost Declines as Fast as 

Revenue

Revenue Growth 

Outpaces Cost 

IncreasesChange in 

Contribution

Change in Enrollment

Predicted Impact of Enrollment Growth on Contribution
(Year 1)

Cost Increases 

Faster than 

Revenue
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AI can accelerate getting the appropriate-level data to respond.

What could I 

do with this 

major?

What does our 

state need to 

support economic 

development?

What is our 

market share? 

Where are we 

under 

pressure?

What programs 

have high student 

demand? Are we 

positioned to meet 

these?         

How are we 

preparing 

graduates for 

jobs of the 

future?

Are we 

fiscally fit?  

Efficient? What skills do 

employers 

want?  Are we 

teaching them?
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Use AI to 
accelerate and 
inform
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Use AI to accelerate and inform
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Inform Students Program Choices:  Career Insights Widget
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AI can help students 
pick courses and 
programs and progress 
towards a meaningful 
career.
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Predict, Perceive, Adapt

Use data, information, AI, and sound processes to navigate the rapids.
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