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ARTHUR YOUNG & COMPANY —

2100 THE FINANCIAL CENTER

SEATTLE, WASHINGTON S8I15]

March 2, 1976

Mr. Dean Clabaugh
Administrative Vice President
The Evergreen State College
Olympia, Washington

Dear Mr. Clabaugh:

We were pleased to submit our proposal to study the
systems and work methods of the admissions, registration,
student account and financial aid service areas on
February 20. At your request we have prepared a summary
of that proposal for distribution. This summary is pre-
sented in three parts:

I. Preliminary Observations A discussion of the
preliminary analysis of the above areas.

II. Project Objectives An outline of project objec-

tives developed out of our preliminary review.

ITI. Project Task Plan A flow diagram showing the

sequence of tasks we would plan for the accom-
plishment of the project objectives.

We believe our team has the experience, skill, and
interest to assist The Evergreen State College in the suc-
cessful accomplishment of the project objectives.

Very truly yours,
i

Attachment
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1 B PRELIMINARY OBSERVATIONS

The Evergreen State College has determined that four of
its student services could be made more efficient and
effective through improved system's design and work methods.
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These services, admissions, registration, student accounts
and financial aid have experienced problems 1in service
delivery and in coordinating their activities with each
other., The lack of coordination is particularly critical
in that the four services fit into a natural sequence of
events for students and as such are interdependent for
information and records.

Our review of these service areas disclosed that there
is, in fact, a good potential for improvement of service
as well as for cost savings. We base this potential on
the observation that the four services are neither organized
nor physically located so as to facilitate the coordination
of effort. This weakness has, in turn, led to the develop-
ment of multiple data bases for student information with
the inherent problems of duplication and an inability to
cross verify data content. More specific findings were as
follows:

Admissions

In this area, the most significant potential
problem appears to be the work loading . of professional
staff. Because there are not many professionals and
because of the nature of their work, all of them are
frequently out of the office, which impacts both
service delivery and staff supervision. Complicating
the work loading is that there 1is a wide dispersion
of work cycles in the two primary activities
of the admission's office: 1) evaluation of student
admission requests, and 2) recruitment of students.
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Each requires virtually a 100% effort when performed
so there might be some efficiencies realized through
off-loading a portion of the work to other professionals

in other service areas,.

Registration

A potential problem area in this office is in
records management., Although there have been steps
taken to upgrade the management of student records,
there appeared to be a need to revise the controls on
the files as well as the procedures used to retrieve

and update individual records.

The physical layout of the registration area is
definitely not conducive to service delivery. The
service area is very small and provides work room
for only one or two professionals, In addition, the
distance of this office from the student accounts
section obviously causes real problems to students in
their efforts to register and subseguently to pay

their fees.

A third problem area is the registrar's data base,.
Due to the fact that there is not a common data system,
the registrar is unable to mechanically cross reference
his records with the admission's and student accounting
information systems. The manual efforts required for
referencing other service area information basis is
inefficient and increases the chances of error,

Student Accounts

The potential problems in student accounts are
similar to admissions and registration. In particular,
work methods and data base management represent two
areas that could be improved. With respect to work
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methods, our observations were that the sequencing

and timing of tasks may not be designed for maximum
service effectiveness. More important, it appeared
that the internal controls on handling student accounts
are not adequate for good fiscal management. As in
other areas there is an inability to match data from

the records of student accounts with those of the
registrar and financial aid.

Financial Aid

The two areas presenting the most potential for
problems in the financial aid office are the work load
cycle and coordination with other service areas.

Based upon current policy, most of the financial aid
is distributed at one point in the academic year.
This type of situation obviously demands heavy work
loads just prior to and at that time while creating
light work loads the remainder of the year.

The nature of its activity requires the financial
aid office to coordinate frequently with registration
and student accounts. Our observations were that these

coordination linkages are faulty and need to be re-
designed.

The above observations were developed on the basis
of a guick review conducted over one day. They,

however, clearly indicate that improvements in the four

service areas can be achieved. In the following pages,

we present our approach to fully identify and implement
those improvements.
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THE EVERGREE™S STATE JOLLEGE
METHOD S —MEASUREMENT PROJECT
I PROJEST OBIECTIVES

BASIW OBJECTIVES
BETTER SERVICE

REDUCED COsT

ORGANIZATIONAL

OBJECTIVES

FUNCTIONAL ORGANTEZATION

BETTER DISTRIBUTION OF
WORK

GROUPING OF SIMILAR WORK

PROPER UTILIZATION OF
SKILLS

DOCUNMENTATION OF SYSTEMS

OPERATIONAL

OBJECTIVES

IDENTIFICATION OF RBQUIRE-
MENTS

= INFORMATION

- ACCESS

- CONTROL

- SERVICE LEVELS

ELIMINATION OF UNSNECESSARY
WORK

OPTIMUM STUDENT SERVICE

WORK FLOW

OBJECTIVES

EFFICIENT WORK SEQUENCING
IMPROVED WORK METHODS

EFFICIENT LOCATION
= PERSOXNNEL
- EQUIPMENT

ELIMINATION OF UNNECESSARY
TRAVEL

SMOOTHING OUT OF PEAK
LOADS
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MEASUREMENT

CBJECTIVES

EFFECTIVE BUDGETING AND
PLAKNING

WORK-LOAD BASED SCHEDULING
PERFORMANCE EVALUATION

PRODUCTIVITY IMPROVEMENTS
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THE EVERGREEN STATE JOLLEGE
METHODS—MEASUREMENT PROJECT
1l PROJECT TASK PLAMN

PHASE | PHASE 1] PHASE 111 PHASE IV rwﬁi:f "up
OPERATIONS DETAILED SYSTEMS - o 4 QLLOW —
AMNALYSIS DESIGN IMPLEMENTATION WORK MEASUREMENT

DEVELOP DETAILED
SYSTEM DESIGN

DEVELOP EVALUATION ANALYZIE WORK REVIEW Sv5TEM
PL AN ME THOD 5 PERE

» Review Orgapization s+ Review Qbjectives + Identify Key Yilestone + Revies Methods + Review Status of
Siructure » Finalize Recommendations « Establish Periorma Criteria +» Recommend Improvements Recommendaiions
« Review Evstems + Update Conceptual Plan +« Establish Performacce Measures « Evaluate Performance

« Prepare:

- Flow Charis
-~ Operations Lists

DATA PROCESSING DEVELOP IMPLEMENTATION DEVELOF MONITORING DEVELOP WORKLOAD RECOMMEND NECESSARY
AMALYSES - PLAX SCHEDLLE MEASLURES MODIFICATIONS

» Review Data Reguirements « Outline Major Tasks . Establish Milestone Schedules « Apply work measurement
» Reéview Fregquency of Use « Prioritize Tasks s« Schedule Progress Reports Technigque
« Prepare Element Lists « Schedule Major Tasks » Develop Standards

Report Use Matrix

RECORDS H.-'LN»\.?EHEHT CONDUCT TRAINING DEVELOP DETAILED DETERMINE PERSONNEL
ANALYSIS PROGRAM

+ Review Procedures o Document Changes « Estakbklish Task Responsibility « Project work Loan

« Prepare Documentation s Prepare Training Materials s+ Detail Work Plan s« Apalyvze S5kill Levels
- Systems o Conduct Training « Recommend Staffing
- Equipment

= Controls

E‘I’hLU.lTES%EISTINE l I IMPLEMENT l | DEVELOP MANAGEMENT .

-

+ Analyze For: s Analyze Necds 3
= Duplications - Bottle Necks « Develop System E
- Delays - Information Flow &
- Inefficiencies |
- Work Flow o

DEVELOP SYSTEMS
RECO NS

«» Develop Conceptual System

« Recommended:
= Organization P R
R o : S0GRE umbuiysem ‘midwAin (Sm—_ )
- Data Bases @b9]10) a1e1g UBaIBIEAT Ay |acbe—]

- Records Systems




