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Mission ….

is an excellent academic 

and Christ-centered 

community equipping men 

and women for lives of 

learning, service and 

leadership in the church and 

world.

➢ A private, coeducational institution founded in 

1894 by the Lutheran Church-Missouri Synod

➢ Part of the Concordia University System

➢ 1,300 traditional undergrads and 

600 graduate students

➢ $40M annual budget/$50M endowment

➢ Tuition-driven!

➢ Located in Seward, NE (population 7,000)

25 miles west of Lincoln

Concordia University Nebraska
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➢ Brief history and background

➢ Components of COI

➢ How revenue and expenses are allocated

➢ Sample reports

➢ Questions

Agenda
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Troubled Waters for Higher Education

➢ Colleges and universities must be able to:

➢ operate as cost effectively as 
possible

➢ understand their revenues and costs

➢ Having a data model with the ability to 
allocate revenues and costs by college, 
department, program and course is vital 
to strategic planning and resource 
allocation

➢ The data needed to construct such a 
robust data model are distributed across 
disparate ERP subsystems (Student, HR 
and Finance)
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➢ Considerable work done in this area

➢ Good understanding of the issues involved

➢ “Manual” work all done in Excel

➢ Blackboard Analytics customer

Concordia University Nebraska
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➢ Set of pre-built dimensional data warehouse models 

integrating with Banner, PeopleSoft and Colleague

➢ Includes modules Student, Financial Aid, Finance, HR, 

Advancement and Blackboard Learn

➢ Sophisticated transformation logic reflecting a deep 

understanding of underlying ERP content/structure

➢ Dimensional model implemented in relational and multi-

dimensional layers

➢ www.blackboard.com/analytics

Blackboard Analytics
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➢ Blackboard wanted to further develop its data model

➢ Concordia wanted to stop using spreadsheets

➢ Beta partners! (Banner)
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➢ Blackboard has tackled the challenge by developing a data 

model and methodology that reflects institutional business 

practices in computing instructional revenues and expenses

➢ These computations are done at the most detailed level

➢ Course section

➢ Student

➢ Allows revenues and expenses to be aggregated over the 

wide array of dimensions available in the Blackboard 

Intelligence data warehouse

Introducing Cost of Instruction (COI)
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Main Components of COI

Cost of Instruction (COI)

Other Costs

Instructional 
Cost

Instructional 
Revenue
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Instructional Revenue

Tuition and fees

• Identify which revenue items are “instructional”

• can exclude housing, meals, parking, etc.

• Tuition and fee revenue are allocated on a TERM basis

• allocated across the sections in which the student is enrolled

• If fees are for a particular course – they follow that course

Institutional 
financial aid

• Identify which financial aid items count as “institutional”

• Allocated across the sections in which the student is enrolled –
just like tuition and fees
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➢ Baseline model captures direct instructional personnel costs 
(instructor salary + benefits)

➢ Determining an instructor’s salary for a term or academic 
year and allocating it across class sections is more difficult 
than one might expect!

➢ Complicating factors include:

➢ multiple job assignments

➢ instructional vs non-instructional duties

➢ alignment of HR dates with academic calendar

➢ cross listing

➢ ungraded sections (labs)

Instructional Cost

12



Compensation – based off contract type

– In Banner: faculty load contract type control rules table (PTRFLCT)

Instructional Cost

Course-based/

Term-based

• Payroll tied directly to the course it is linked to (adjunct pay) –
different position number/suffix combo used for each section

Salaried/

Year-based

• Payroll allocated based off position number and position 
suffix (FLAC) – same position number/suffix combo used for 
all sections taught using one of these methods:

• section count

• credits 

• workload hours – uses position number and position suffix 
(CUNE uses this method)

• overload pay is split evenly across all courses taught over 
entire academic year
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➢ The Banner data model includes both salary-based (budget) 

and payroll-based (actual) measures

➢ using payroll data yields more accurate data for employee 

benefits

➢ for Concordia, actual payroll data was needed, primarily due 

to the way overloads are handled

➢ The logic for mapping payroll dates to terms/academic 

years was challenging!

Instructional Cost

Budget Actual

vs

14



➢ The model’s original functionality captured only the direct 

instructional personnel costs

➢ This was not enough so we challenged Blackboard!

➢ Concordia wanted the ability to include other costs in our 

cost allocations

➢ indirect instructional costs

➢ personnel – chairs, deans, administrative

➢ non-personnel – academic overhead costs

➢ non-instructional operating costs

Other Costs
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Other Costs

➢ What should you include??? 

– Admissions

– Registrar

– Athletics

– Recruitment

– Career Services

– Advancement

– President/Board

– Student Financial Services

– Marketing

We can’t answer that question for you 

but the model allows YOU to decide!
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➢ A “super crosswalk table” was developed to allow functional 
experts to specify which “other costs” they want to be 
included in the model

➢ FOAPAL codes are used to give precise control over exactly 
which costs to allocate

➢ The functional expert populates a spreadsheet (uploaded to 
custom Banner table) that specifies which FOAPAL codes to 
include and how they will be allocated:

➢ course credit hours

➢ student headcount

➢ student credit hours

Super Crosswalk Table
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Allocation by Course Credit Hours

18



Allocation by Student Headcount
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➢ By allocating revenues and costs down to the finest possible 
grains, we can then aggregate, slice and dice over the wide 
array of dimensions available in the Blackboard Intelligence 
data warehouse

➢ Revenues, costs and margins can be aggregated and 
averaged by:
➢ college

➢ department

➢ program

➢ section/course

➢ student (level, type cohort, major, population)

➢ instructor (full-time, adjunct)

➢ etc.

Advantages of Embedding COI into a Dimensional Model
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Dimension Hierarchies
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After Information is Loaded….
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Example Instructional Payroll 

Reports
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Identify fluctuations and drill down in the hierarchies

➢ department chairs

➢ strategic planning

➢ other coordinator positions

Instructor Payroll Comparison
Shows last 4 year total payroll
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Term Based Payroll Detail
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Year Based Payroll Detail
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Budget (Salary) vs Payroll Measures by Instructor
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Salary Type by Department

Term Based (adjunct)

Year Based (full-time faculty)
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Payroll Amounts by Course
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Example COI Measure Reports
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Integrates Cross-functional Data
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Revenues
Direct & 

Other Costs

Instructor

Costs

Revenues
Direct & 

Other Costs

Instructor

Costs

Student Course 

Enrollment

(by Term)

Course  Attributes

• Department

• College

• Instruction Method

Student Attributes

• Major

• Class

• Level

Course 

Sections

(by Term)

HR GL
Student

Billing & FA

Term/Section 

Allocation

Dept Mapping & 

Term Allocation

Section

Allocation

FactClassScheduleFinancial

FactRegistrationFinancial



COI Measures by Course College and Department
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COI Measures by Course
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COI Measures by Major
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Student Majors/Department Courses

Columns – departments that offer the courses the students are taking

Rows – departments in which students have their majors

35



COI Measures by Student Level
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Dimensions were added for our three 
main population groups:

➢ Academic

➢ Athletic
➢ baseball

➢ basketball

➢ football

➢ etc.

➢ Performance

➢ art

➢ music

➢ drama

➢ forensics

➢ etc.

One step further….
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➢ Personnel and non-personnel costs

➢ Payroll for coaches and other athletic administration

➢ Team operating budgets

➢ Overhead operating budgets such as:

➢ Training

➢ Recruitment

➢ Athletic administration

➢ Strength and conditioning

Athletic Cost Includes…
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COI Measures by Athletic Team
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What to Focus On???
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Formed an Academic Program 

Analysis Team
➢ Initial focus on academic departments 

with gross margins of less than 50%

➢Instructional mode

➢Faculty workload

➢Operational efficiencies

➢Resource and capacity planning

➢Class planning and utilization

➢Also taking a close look at athletic costs.

Analytics does not provide the answers…

it provides the data to ask the right questions

No margin, no mission!!!



➢ Click on the Resources link

➢ Visit www.blackboard.com/analytics

Thank You!

Curt Sherman
Curt.Sherman@cune.edu

Tammy Wissing
Tammy.Wissing@cune.edu

Questions?
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