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Introduction

The University’s goals for this project are two-fold:

Admissions Objective
Georgia State University currently falls short of new enrollment targets set by the Provost for incoming freshman students.  The University seeks to increase the number of qualified prospects that complete their application, are accepted, and ultimately enroll.

Retention Objective
Meanwhile, retention rates for returning students underperform the national average for research universities.  Retention rates are lowest for students entering their sophomore years.  The University seeks to increase retention rates of existing students to at least that of the national average.
 DEFINE PHASE
Enrollment of a student first involves increasing the number of qualified prospects for the University.  This is largely a marketing effort. The second step involves improving the process from the point a prospect fills out an application on through admission. The final step is for an admitted student to choose to enroll in Georgia State and register for classes. The objective of the project regarding the admissions process is to identify the areas for improvement in order to increase overall enrollment.
With regard to the retention, the focus of the project is to identify and propose solutions regarding barriers to continued enrollment and improving the student experience surrounding the administrative aspects of student life.

The trend in Enrollment over the past 15 years is illustrated below. After a steady increase in enrollment from 1992 to 2002, there has been a drop in applications and a leveling off of the number enrolled.
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Specific targets and actual values for 2005 and 2006 are shown below. For both years, the actual enrollments have fallen short of the target.
	TERM
	APPLIED
	ACCEPTED
	ENROLLED

	2005 Target
Actual
	8700
8317
	4200
	2400
2288

	2006
Target

Actual
	9500
8346
	4800
4370
	2600
2177

	2007
Target
	10100
	5600
	2800


The trend in retention rates has been fairly consistent over the past few years, with a slight improvement in recent times. The graph below illustrates this trend.
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There is a significant loss from the freshman to the sophomore years, with only 70 – 80% of the students being retained after the first year at Georgia State. Retention after the first semester is between 90-95%, so the bulk of the loss of enrollment occurs after the second semester.

SIPOC Diagram

Based on a series of interviews with the Registrar, Cherise Peters, as well as a review of the information she provided, the Lean Six Sigma team developed a SIPOC identifying the relevant suppliers, inputs, processes, outputs, and customers of GSU with regard to admissions and continued enrollment.
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PROCESS MAP

The current process for a student from admissions through continued enrollment, including registration and financial aid, is illustrated in the process map below:
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Noteworthy is the fact that in order to remedy an issue, for example a hold identified during the registration process, a student may have to visit several offices such as Student Accounts and Financial Aid in order to remedy the issue.  During this time, the student may have either had to pay tuition out-of-pocket or been dropped from classes altogether due to non-payment.  The One Stop Shop has helped facilitate students working with these multiple offices, and the University feels more can be done to compliment the One Stop Shop.

The ultimate goal in nearly any such project is financial benefit.  The University has a budget of $4 million allocated for the development of a web-based portal for which this project will serve an advisory function.  The goal, or “big Y”, of the project is to increase admissions and retentions levels to the point that incremental tuition covers the cost of developing the portal.  The financial aspects are discussed in a later section.

To facilitate management towards the financial goal, y-variables qualified students enrolled (both in absolute terms and as a function of qualified prospects) and retention rates are the key dependent variables to be analyzed.
Measure Phase

The potential factors that impact the dependent variables of interest were identified based on interviews with administrative personnel in order to focus the collection and analysis of data on the appropriately. These are shown in the table below:

	Number of Students Enrolled
	Recruitment
· Brand Awareness

· Target Marketing

Admission 

· Admission standards, student eligibility

· Communications between student and office

· Staffing, funding

Enrollment
· Competition, perception of quality, financial aid

· Turnaround time for admission decisions

	Retention Rates
	Retention

· Education quality perception, Faculty involvement, Curriculum 

· Sense of community with other students

· Administrative issues – Registration, Financial Aid, Housing – perception of service


While education quality, appropriateness of the curriculum and a sense of community are important factors in students choosing and staying with Georgia State, the focus of this project is on the administrative processes that might be improved. 

In order to understand admissions and retention barriers from the students’ perspectives, the team conducted a survey of students at the Mega One-Stop-Shop in the Spring of 2007.  In addition, a control group of students who did not attend the event was surveyed.  The Team’s goal was to better understand issues in the admission and registration processes that contributed to student dissatisfaction.

In designing the survey, the Team considered the following bottlenecks and student complaints presented by the Registrar during initial interviews:

Current Bottlenecks
· Receiving completed documentation from applicants upon receipts of application. Missing documents from highs school or (SAT/ACT) scores

· Students unable to connect with the office in a timely manner through personal (telephone, in-person, visitations)

· Delay in receiving publication in a quick manner due to staffing issue

· Lack of foundation funding to increase the number of visit opportunities. Undergraduate Admissions currently operating on a $26,000 budget compared to Georgia Tech at $80,000

Student’s Major Complaints 

· Perceived time frame in processing application for a decision

· Inability to contact the Admissions office by telephone based on volume of calls and number of customer service specialist available

· Lack of connection with students (unable to connect with students by email, and high school contact)

· Scholarships opportunities to the masses (financial aid leveraging)

The following Affinity Diagram builds upon this and identifies some of the potential issues around which the survey was intended to measure with a combination of quantitative and qualitative metrics.
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With regard to the survey, the team focused on overall time of the admissions process, ease/frequency of contacting the University, communication with the University during the process, financial aid, and unaided suggestions for improvement.  Topics covered included admissions, retention, and financial aid.
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Ideally, the team would have liked to obtain metrics surrounding why prospective applicants chose not to apply, did not complete an application, or chose not to enroll (accepted students).  The University could not provide the prospect contact information that would have facilitated such a lost customer survey. 
In addition, the team would have liked to have gained access to exit surveys the University conducted in the past, or been provided with the means to contact students who left the University.  The goal of this would be to identify their reasons for leaving the University.  Other data that could help in the future includes metrics regarding the issues related to admissions (for example frequency of lost paperwork), registration (frequency of holds by hold type), and financial aid (length of time to disburse, frequency of paperwork issues, etc).  Given this information, one can quantitatively link lost qualified prospects and unretained students to specific issues by their frequency and severity.  The frequency/severity matrix can provide an excellent quantitative tool to prioritize future improvement efforts.

ANALYZE PHASE 
The Analyze Phase presents a summary of the findings from the aforementioned survey. 

Demographics: Respondent Background
112 students were surveyed in total.  Half (56) were given the survey by their instructor, and the other half was surveyed at the Mega One Stop Shop.  Three in four students (74%) were juniors or seniors.  While this does not accurately represent the population as a whole, the trade-off is these students may have more insight to offer into the ongoing enrollment processes.  Nearly all students surveyed (87%) were full-time students. 
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Demographics: Financial Aid
Four of five students (82%) surveyed had some sort of financial aid.
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Half (50%) had scholarships and nearly half (46%) had loans. 
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Most (54%) heard about financial aid from their high school or previous college.
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Admissions
Respondents were asked, “If you could change one thing about admissions, what would it be?”  Verbatim responses were coded into categories.  While most students said “no change”, communication was cited frequently as an area for improvement.  The next most common area for improvement was “the time to receive a decision.”
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Admissions: Time to Receive Decision
Students were asked how long (in weeks) did it take for them to receive an admissions decision.  The mean was 5.66 weeks, but the variance was quite high with several students saying it took 10 weeks or more to receive their decision.  Note, take these results simply as directional considering that the sample favored juniors and seniors, many of whom may be several years removed from this process. 
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Admissions: Number of Calls to Admissions Office
Nearly three in five (59%) students had to call during the admissions process.
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Most said they only had to call one time.  Several (8 out of 34), however, said they had to call 10 times or more.
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Admissions: Ease of Obtaining Information
Those who had to call the admissions office during the process were asked to rate the “ease of obtaining information” on a scale from 1 to 5 where 1 meant “very easy” and 5 meant “very difficult.”  Responses were fairly evenly distributed from “Somewhat difficult” to “Very Easy.”
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Admissions: Contact
Students were asked how they contacted the school and how the school contacted them during the admissions process.  Most students contacted the school via phone and said the school contacted them primarily via mail.
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Registration/Financial Aid
Respondents were asked, “If you could change one thing about registration or financial aid, what would it be?”  Verbatim responses were coded into these categories.  One in four students (25%) cited process-related concerns (“simpler process” or “faster process”).  Another one in five (19%) cited communication-related improvements.  Other top mentions were “easier access to staff” and “more staff”, which reflect a combination of communication and process-related concerns.
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One Stop Shop
Respondents were asked “Why did you come to the Mega One Stop Shop today?”  Verbatim responses were coded into these categories.  Half (50%) cited Financial Aid-related reasons for their visit.  Other top mentions were for registration-related issues and to pay fees. 
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Despite Financial Aid being a primary concern of students, the Lean Six Sigma team was unable to gain much traction in drilling down further into the Financial Aid process.

Summary Findings
Based on admissions-related data collected and responses to “what would you change about admissions”, opportunities exist in terms of:

· Reducing the average time and variation in receiving an admissions decision

· Improving communication with prospective students throughout the process

Based on responses to “what would you change about registration/financial aid” and “why did you come to the one stop shop”, opportunities exist in terms of:

· Being more proactive in terms of addressing financial aid-related issues and concerns

· As a means for doing so, improving communication both in terms of to the student and between departments

These findings support existing hypothesis surrounding the admissions and ongoing enrollment processes.

They also lend support to the idea of developing a portal with the intent of improving communication with the student, being more proactive with students, and providing better service in doing so.

Improve/Design Phase

Key Recommendations:

Based on interviews with administrators and the results of the student survey, the team makes the following recommendations regarding each of the processes:

Recruitment

· Target marketing to High Schools, Counselors

· Student volunteers as contacts for prospects
High schools in the region are the source of future students, and getting them familiar with the offerings at Georgia State early in their senior year is important. Indications are that our efforts in that area can be improved. Having student volunteers speak to high school students may be an effective marketing strategy.

Admission

· Reduce average decision time, variability – more efficient screening out of ineligible students, use of portal to encourage quick completion of applications.
Since over 50% of the applicants are denied admission, a reduction in the number of ineligible students that apply will reduce the processing load. A portal that lets students know their status and specific action to take may help more of them complete applications in time, and reduce the cycle time for the admission decision.

Enrollment 

· Custom messages (activities, student life) to prospects through portal to maintain interest in Georgia State. 
Once admitted, students may still choose to go elsewhere. Engaging them with the University even before they start can help increase the chances of enrollment here.

Retention

· Customized communication to students regarding status of holds, action items

· Customized information regarding student clubs, activities.

Considering that about 3000 students may have holds placed on their accounts that cause classes to be dropped in a given semester, it represents a very large waste of effort and rework on the part of administration, and frustration for students. Many of the holds are due to financial aid related issues, and these issues in turn stem from delay on the part of students in taking necessary action to prevent the holds. Timely, customized communication with such students through a portal should significantly reduce this rework.
Development of a portal with the right capabilities is an important aspect of the above recommendations, and is discussed in more detail.
PORTAL

Having identified the primary opportunity to improve both the admissions and retention processes as being communication, we propose the use of a web portal to address the issue. The Luminis portal project can fill this gap with proper design considerations.  The focus of the Team’s improvement efforts surrounds how to best position the new portal to facilitate communication between GSU and prospective/current students.
An important aspect of this implementation to consider in light of these findings is the administrations use of the portal.  In order for it to be most effective, it must be a tool that:

· Administration in all departments is actively engaged in

· Is utilized to proactively identify and address issues for students

· Provides students easier access to staff

· Facilitates interdepartmental communication to minimize student issues before they arise.
An overview of the proposed portal and its functions is shown in the figure below:


[image: image20]
The key to improving student satisfaction is utilizing the portal as a tool for communications that are both timely and contextual.  To elaborate, students must be electronically delivered communications regarding their status (application/financial aid/registration) as soon as possible in order that the situation can be resolved well before the severity of the issue escalates to a critical level (being dropped from classes).
For administration, it should provide a unified view of the students, and an ability to monitor the efficiency of the processes in place, collect data for future improvement initiatives.
The following example illustrates the role the portal will play in facilitating communication within the existing processes.
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Sample Screen Design 

The communication via the portal must be contextual in that it is specific to the individual student as opposed to a mass broadcast message.  The student will be more likely to take action if he/she is aware that, in his/her specific case, action is required.

With the twin concerns of timeliness and context in mind, the Team has developed the “stop light” indicator shown in the proposed portal screenshots below.  Also note the students’ ability to drill-down for specifics into the issue and the next steps for resolution.
The HOME tab with various elements of the screen are shown below.
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The following screen shows the My Space tab, something that a student might customize. Note that the warning about financial aid will be present until action is taken to resolve it.

[image: image23.jpg]000 Georgia State University - Portal

[

Bick  Forward  Reload  Stop

B 1@ npiporalossccumyspace

~ Google

] < &
NewTab  NewWindow  Downloads
Projects _Calculus

Cut  Copy Paste | Print

g "

GeorglaStateUniversity B @
_ astomize help logout
‘Welcome John Doe | April 24, 2007
Home | Email | My Space | Search & Browse | Library | Student Resources - ATTENTION REQUIRED: FINANCIAL AID
WebcT 0. Atanta, GA 494
Calculus 1101 Local News

04/24/07 New assignment posted  cicktoview Braves top Marlins 4-3 fulstory
View Calculus 1101 Mayor Franklin to speak on city revitalization fulstory
English 1101 Local man finds 100 year old penny fulstory

04/24/07 New announcement posted et —

04/23/07 New grades posted  cick taview
View English 1101 78°F sun Mon Tue Wed

Mostly Cloudy
Go to WebCT Wind: NW at 12 mph
Hurnidity: 31%
81°F | 52°F 84°F | 57°F 85°F | 59°F 83°F | 59°F

My Bookmarks. (=] ! ! | |

ESPN.com FaceBook o

Yahoo.com

Georgia State University Homepage Messages

A New message from Jane Doe

New message from Joe Smith
Alerts
New friend request from Jeff Johnson
View FaceBook

Official GSU Web site - Copyright © 2007, Georgia State University - Legal Notices

Contacting GSU - Portal Feedback _Last Released April 24, 2007 by Portal Implemention Team
==

N g




The Student Resources tab lets the student drill down to the details of the action to be taken for resolution of the financial aid issue raised by the red light indicator.
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Additionally, the mechanism for students to track their specific issue through resolution is vital.  This will both serve to satisfy the student and lesson the burden on administrative staff responding to status inquiries via students over the phone.

Critical Success Factors in Portal Development
In order to facilitate the portal design to this end, the Team offers the following critical success factors to consider as the University builds the portal.

User Involvement

· Two-way Enhanced Communication

· Students can reach Admin

· Admin can reach Students

· User Involvement

· User Friendly from Student/Teacher Perspective

· Easy to Integrate with Student/Teacher lives

· Extended Reach

· Engage all university stakeholders

· Use Portal as part of Recruitment and Retention, access during Admissions, Exit Surveys for Retention

User Engagement

· Customization and Engagement

· Personalization, including non-school items

· “Push” potential activities based upon profiles and user-activated preferences to increase school-wide engagement

· “Exciter” to “Satisfier” Transition

· Use initial introduction to create “exciter” feel about school and Portal

· Allow organic transformation to lead to Portal being a “Satisfier”, or something the student cannot live without

Administration 

· Administration View of Portal

· Portal not to be viewed as “solution” to underlying process issues

· Use Portal to detect process issues within University departments, and address separately

· Direct, Student-Specific Information

· Immediate, Real-time Communication with Students about “Issues” 
· Use for Advisement of Incomplete Admissions, Transcripts, Financial Aid, etc.

· Use of “Poka-yokes” or warning lights on Portal 

Tracking
· Focus on Data-Mining Architecture

· Data Collection is MOST Critical - establish Data Warehouse

·  “Dashboard” Creation for Real-time Monitoring

· Monitor “process” and make adjustments to keep process “in control”

· Escalation of Issues

· Use of Portal communication to allow escalation of issues

· Notification of Administration for issue escalation 

· Use of “Issues Tickets”

· Create traceable “tickets” for each issue

· Allows for accountability by administration

· Archival “resolved” tickets used for future process improvement

The result of a portal build to satisfy these requirements will be to, at a minimum, break-even on the portal investment via incremental increases in revenue as a result of additional students enrolled.  As mentioned before, many scenarios exist which would satisfy this goal, one of which is illustrated below.  A spreadsheet tool is attached to facilitate exploring alternative scenarios for accomplishing this goal.

Financial Outlook

The cost of implementing the portal is estimated at $4.0 million. Assuming revenue of $5,000 per student per semester, an addition of 200 students will bring in $4.0 million in additional revenue over 2 years of enrollment. While some costs may increase as a result of additional students, there should also be a decrease in costs due to increased efficiency generated by the portal, such as reduction in the processing of financial holds.
Control Phase

The key to maintaining and building upon improvements recognized as a result of the portal and these targeted design requirements is a well-structured monitoring program.  The portal itself cannot be a success without GSU administration’s commitment to managing against it.  Not only must the information available to the students be timely, contextual, and accurate, but also the administrative processes serving the portal must be able to support this quality of portal information and be well prepared to execute the resolution of issues better communicated through the portal.  To this end, the Team has provided proposed screenshots, as well as attached a spreadsheet tool, as an example of how a management dashboard can provide GSU administration the information necessary to both execute issue resolution for individual students in the short-term, as well as manage these processes at a strategic level towards enrollment goals over the long-term.
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Conclusion

Students indicated that the University’s communication with them is the greatest opportunity for improving their experience with the administrative aspects of student life.  By improving this communication through the use of a well designed portal, the University will be better able to guide students from initiating the application through admissions, enrollment, financial aid, and registration.  In doing so, the University can improve process efficiency, reduce student frustration and ultimately impact enrollment and retention. The gain in additional qualified students admitted to the University and in existing students retained should, at a minimum, offset the costs of the portal.  Ideally, this effort, if well managed from both the student and administrative perspectives, will provide a great deal of support towards the University meeting higher enrollment targets.
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