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ABSTRACT 
 

This Technical report documents the process analysis of the undergraduate 
application processing within UCF.  The study commenced in the summer of 2000 when 
interviews of key personnel within the applications processing unit were conducted.  The 
process analysis was carried out between October and December 2000.  Presentation 
with preliminary recommendations was done on December 15, 2000.  The results of this 
study support the need to improve the application processing in various aspects 
including facilities, safety, security, process flow, and general procedures. 

 
Based on the results of the analysis and observations, the following are the 

general recommendations: 
 
• Increment floor space available to processing area in order to avoid any 

potential safety hazard, accommodate over 30 people and improve the work 
environment; 

• Modify the process by eliminating paper work, replacing manual functions 
and documents with automated processes; 

• Separate the processing and the customer service functions in order to 
improve efficiency and the work environment and reduce the probability of 
error;  

• Implement procedures to ensure the security and confidentiality of the 
application documentation and to minimize the number of processors that 
physically touch the official application record; 

• Install a physical access control system to limit the access to authorized 
personnel only; 

• Consider the implementation of an automated system in order to reduce the 
cycle time of the application processing by minimizing wait and queue times 
and by eliminating the traveling time; 

• Establish a performance measurement system to identify problems and   
opportunities, and to make decisions geared to improve the process. Key 
parameters to be included in such a system are application cycle time, the 
level of customer satisfaction, completeness and accuracy of application 
information, among others. 

• Consider using automated admissions to reduce the need for counselors to 
review every application. 

• Consider the consolidation of tasks in order to reduce cycle time by 
eliminating delays and queue time associated with batch processing.  
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ADMISSIONS FILE PROCESSING OPERATIONS 

ANALYSIS 
 
1.0 INTRODUCTION AND SCOPE 
 

The Office of Undergraduate Admissions in Student Development and 
Enrollment Services is interested in examining its admissions file processing operations 
in order to reduce the processing time from receipt of completed applicant files to 
student notification of acceptance and to improve workplace environment.  The sponsor 
has requested that the office of Operational Excellence and Assessment Support 
(OEAS) be engaged to take a “systems level” view of the admissions file processing 
operations to see if improvements can be made.  This involves reviewing the processes, 
identifying potential areas for improvement and making appropriate recommendations.   
 
2.0 BACKGROUND 
 

The primary responsibilities of Undergraduate Admissions include responding to 
inquiries, recruiting, campus tours and making admission decisions based on processing 
the applicant files.  The admissions file processors, approximately 31 people, receive, 
build and process applications, which are then reviewed by Admission Counselors who 
make the acceptance decisions.  There are approximately 12 steps in the process from 
receipt of the application to sending the decision letter to applicant.  The process is 
almost 100% manual and all documents are physically moved from step to the other, 
being in contact with 10-12 processors along the path. It is a batch type operation, i.e., 
cases are moved in stacks of several records after the last case is done.  There are 
various software currently in use: PeopleSoft™ -application database; Northwest™, 
course work and GPA data; Crystal™ –on-line applications down loading; Microsoft® 
Access –log of incoming applications.  

 
Most of the admissions file processors interact directly with phone inquiries 

related to application status, documents sent by applicants, missing documents and 
information and residency classification among others. 

 
The number of applications ranges from approximately 50 per day to a high of 

300 per day during peak season (September-March). Currently, approximately 30,000 
applications are processed per year with 4,000 - 5,000 during the spring semester, 3,000 
to 4,000 during the summer semester, and more than 20,000 during the fall semester.  
 
3.0 METHODOLOGY 
 

The methodology used in this study consisted primarily of five key elements: 
 

• Structured Interviews of key admissions processors 
• Development of Process Flowcharts of admission operations 
• Time Study of admission operations 
• Collection and Analysis of admissions data 
• Analysis of Facilities and general observations 
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The structured interview consisted of a series of questions designed to capture 
various aspects of the subject under study: major duties and responsibilities of the 
processors, flow of activities, problems and roadblocks in executing the job, 
recommendations on how to overcome obstacles and improve the process and other 
relevant inputs.  The questions are included in Appendix B.  Responses to key questions 
were categorized, grouped and summarized in a Pareto chart format. 

 
Using the data collected in the interviews and having toured the processing area, 

preliminary process flow charts were developed. These were reviewed and discussed 
with processors and revised accordingly. 

 
A time study of each operation was conducted using an electronic stopwatch. A 

combination of continuous (for short-cycle operations) and snapback (for long elements) 
methods was used.  Various charts showing minimum, average and maximum data 
points were constructed. 

 
Data on the historical volume of applications was reviewed. Using Winter’s 

Exponential Smoothing model (Hanke & Reitsch, 1981) a forecast for year 2001 was 
developed.  

 
General observations about the process, facilities and equipment were recorded 

throughout the duration of the study.  Some of the elements subject to observations 
were: 

 
• Floor Space Total Area 
• Filing Cabinets–Quantity, Location, Floor Space Occupied  
• Emergency Exits 
• Surge Protection -Computer Equipment 
• Lighting and Sound Level 
• Personnel Requirements–restrooms, food services  
• Occupancy Rate of the Processing Area 
• Distance between workstations 
• Flow of Documents 
 

A chart of the floor space layout was created for analysis and presentation 
purposes. 
 
4.0 RESULTS 
 
4.1 Interview Responses 
 

Structured Interviews were conducted in order to capture admissions personnel 
inputs about the processing operations. Appendix B contains copy of the document used 
in the interview process. Twelve (12) people including clerk, program assistant, file 
manager, coordinator, supervisor and counselor positions were interviewed between 
June and July 2000 and in October 2000.  Experience of participants in application 
processing functions or related areas ranged from 10 months to 3 years; there was one 
person with 10 years of experience. The average for eleven (11) processors was 1.92 
years (the outlier point of 10 years excluded from average calculation). 
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Duties and responsibilities of the interviewees in the sample included: 
• Receive and sort correspondence 
• Key-In applications and decisions 
• Customer Service 
• Residency classification 
• TSR processing 
• On-Line applications down loading 
• GPA calculation 
• Computer applications coordination 
• Training 
• Supervision 
• Counseling 

 
 The following three key questions are tabulated and presented below in a Pareto 
Chart format. Detailed answers are included in Appendix C.  
 

• What creates the greatest difficulties in getting your job done? 
• What are the biggest obstacles to processing admissions applications? 
• What things slow down admission application processing?  
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Figure 4.1 Difficulties, Obstacles, Slowdown Activities 

 
As figure 4.1 shows, interruptions are the most frequent complaint among the 
interviewed processors.  An interruption, as observed in this study, is either one 
of two possible situations: an interruption by a co-worker or a phone call while 
working with an application.  Answers in the “People/Org.” category include 
aspects on communication and help among co-workers, support, morale and 
working styles.  In the “Work Load” category, processors are highlighting the 
volume of applications vs. the number of staff members. In the 
“System/Equipment” category, PeopleSoft™ is the key variable with system 
down time and the GPA and transcript credits processing as the most significant 
aspects. See Appendix C for the detailed responses. 
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The responses to the following three questions represents what the 
processors understand are the “solutions” to the difficulties, obstacles and slow 
down activities summarized above. 

 
• What would make your work easier? 
• What would make your work more enjoyable? 
• What is the greatest opportunity for improving the admission 

application process?   
 
 
The following Pareto chart presents the responses to these three key 

questions. 
 
 

Chart 4.2: Make Work Easier, Enjoyable, Greatest Opportunity
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Figure 4.2 Make Work Easier, Enjoyable, Greatest Opportunity 

 
The responses to these three key questions show that, in the aggregate, 

the aspects related to the physical work environment are key in improving the 
process.  These are: more space, “better” chairs/workstations, and better lighting. 
It is relatively significant that the “People/Organization” category is exactly in the 
same position in terms of frequency.  In this occasion the processors are 
indicating that additional fringe benefits (flexible work hours, paid overtime) would 
make their work easier. In addition, the topic of “help from co-workers” is 
mentioned again.  The elimination of phone calls is also one of the most frequent 
answers.  Detailed responses to these three questions are included in Appendix 
C. 
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4.2 VOLUME OF APPLICATIONS 
 

The undergraduate applications are received via one of the following 
methods: 
 

• In the mail 
• On line 
• In the SunTrust Bank (via the Cashier’s Office) 
• In the front desk (Undergraduate Admissions main office) 
 

Mail, bank and front desk applications are received in the applications 
processing area Mailroom where they are logged into an Access report 
provided that the fee is included. These applications are considered as 
received and included in the historical data presented below. On line 
applications are printed in a different place within the processing area but 
moved into the mailroom and processed as in the other methods. 
Applications with no fee payment are placed in a separate file and they are 
not counted as received until payment is received.  The exclusion of 
applications without fees should not present significant adverse impact in the 
forecast development if the proportion of these applications is relatively low 
(e.g., a proportion that will not artificially shift the volume from one period to 
the other). There is no data on the proportion of applications without fees; 
applications in the mail and on-line are the two possibilities for missing 
payments.    

 
4.2.1 Volume of Applications – Yearly Data 
 

Based on historical data, a forecast of the volume of applications was 
developed using “Winter’s Exponential Smoothing” model (Hanke & Reitsch, 
1981).  Table 4.1 shows the total number of applications received (March 1998 – 
November 2000) and the total number of applications forecasted for 2001.  See 
Appendix D for details on the forecast method. 

 
Table 4.1 Volume of Applications – Yearly Data 
 

Year Number of Applications 
  1998* 16,748* 
1999 27,879 
 2000 31,262 
2001 32,155 

 
  *10 months (Mar-Dec) actual data 

 
The forecast for historical data showed an error of –2.98% for 1998 and  

–6.72% for 1999.    By comparing these errors to the percentages on monthly 
data (see section 4.2.2), we can say, as expected, that the forecast is “better” in 
the aggregate.   
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4.2.2 Volume of Applications – Monthly Data 
 

The peak season runs approximately from September to March. 
November is the highest with an average of 330 applications per day (6,277 
applications ÷ 19 working days). The low season goes from April to August 
approximately, with the lowest point in July with a total of 486 applications. The 
range of the error for the monthly data is –30.23% to 82.52% for 1998 and –
27.43% to 37.49% for 1999.  For the first 10 months of 2000 the range is –7% to 
60.42%. On a monthly basis the forecast is quite erratic. The seasonality of the 
data, though, is confirmed. Figure 4.3 shows the detailed monthly data and the 
forecast for 2001. 
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Figure 4.3 Volume of Applications by Month  

 
4.3 Volume of Applications by Type 
 

It is possible to categorize the applications in two different ways: 
 

• By either freshmen or transfer student  
• By the method the application is submitted or received 
 

In terms of the first type of classification, the available information is very 
limited. For the month of June 2000 and the first half of July 2000, the 
distribution was as presented in Table 4.2.  
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During the month of July, the data collection tool was changed to include 
volume of on-line applications. 

 
Table 4.2 Freshmen and Transfer Applications, June-July 2000 
  

 JUNE 2000 JULY 2000* 
Freshmen    579   51% 214   65% 
Transfer    565   49% 114   35% 

Total 1,144 100% 328 100% 
 * 1st Half Only 

 
For the months of July (2nd half) to October 2000, the data collected 

included information about on-line applications, although it is not possible to 
segregate them into freshmen and transfer students.  A 50-50 distribution 
between freshmen and transfers and 40-60 between on-line and hard paper 
applications is used in some of the subsequent analyses in this report.  

 
Table 4.3 On Line and Hard Copy Applications, July-October 2000 

 
 JUL 2000* AUG 2000 SEP 2000 OCT 2000 
Hard Copy 236   59%    537   53% 1,148   65% 2,080   68% 
On-Line 161   41%    474   47%    610   35% 1,001  32% 
Total 397 100% 1,011 100% 1,758 100% 3,081 100% 
 * 2nd Half Only 

  
4.4 PROCESS FLOW 
 

The flowchart on page 9 presents an overview of the flow of an 
application.  It represents the normal flow if the application contains all 
necessary information and documentation. Not all applications go through the 
entire flow.  Upper division transfer applications are not subject to the “GPA 
Calculation” step, however they go through the “Transfer Summary Report” 
(TSR) step. In general terms, freshmen and lower division transfer applications 
go through the same path.   

 
4.4.1 Mailroom 
 

Applications are received1 in the Mailroom in the afternoon except for the 
on-line applications, which are down loaded and printed by the on-line 
processor. The on-line applications, however, are handed to the Mailroom 
personnel so they can be logged into the Microsoft® Access® report.  The 
processor in the mailroom, a full time regular employee, matches the 
application, fee and signature page. All applications with fee payment for the 
day are logged in for date, name, SS#, amount of payment, check #, term, and 
classification of application (freshmen, transfer or on-line). The batch of 

                                                 
1 Front desk and bank applications are picked up in the Undergraduate Admissions main office and the 
Cashier’s Office respectively.  
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Undergraduate Admission Application Processing 
              Simplified Flowchart 
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applications is then passed on to another processor for accuracy verification.2 
After verification and approval by supervisor, payments are hand delivered to 
the cashier and applications forwarded to the following step (“Bates”) usually in 
the morning of the following day. Applications without fee are not included in 
the batch for that day; they are filed and kept in a separate file cabinet for up to 
a year. When a payment fee is received without application, applications 
pending payment in the file cabinet are searched and compared against the 
payment received.  If the matching is successful, the application is take out to 
the normal workflow. 
 

In addition to applications, the Mailroom personnel receive, open and sort 
other documents: transcripts, scores, fee payment, letters, residency 
documentation, faxes and misdirected mail. Transcripts are stamped as official 
or unofficial.  Standalone fee payments are also received, though they are very 
exceptional. These documents are distributed according to their nature: 
transcripts and scores are forwarded to the “Bates” area for posting and filing; 
payments are searched for corresponding applications and either filed or 
attached to the applications if found; letters and residency documentation are 
forwarded to the appropriate file or residency manager; faxes are distributed 
among the personnel in the processing area.  

 
 4.4.2 Bates 

 
Bates is the process of searching for transcripts and scores.  For each 

application received, the processor, usually one student, goes to a particular 
file cabinet (alphabetically organized) to see if there are transcripts or scores 
that match the applicant name. For the period of September 22 to October 16, 
1,683 applications were searched for. Only 327 (19%) applications were 
matched; there were no transcripts or scores for 1,351 (81%) applications. 

 
In a sample of 23 applications searched for, the time range was 0.32 – 

1.12 minutes with an average of 0.64 minutes.   On the average, (assuming a 
volume of 32,000 applications) this operation could represents approximately 
341 hours in one year (equivalent to 45 working days, 7.5 hours per day).  
During the peak season, it could represents approximately 4 hours in a day 
(350 applications @ 0.64 minutes each).   

 
The Bates step is an area of opportunity in the applications process flow 

because of various reasons: 
 

• The operation is entirely manual; 
• The room space where the operation is taking place is very 

limited and ergonomics are very poor; 
• The proportion of unmatched applications is significant;  
• The logistics in getting all documentation (application and 

transcripts/scores) together could takes a couple of working days 

                                                 
2 The verification is performed every day by a different processor according to a predetermined schedule. 
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after received in the mailroom or on-line; there is no automated 
tool in place to speed up or facilitate the process; 

• In the entire cycle, the operation of matching everything together 
after the initial “Bates” is a potential bottleneck; 

• The source of the document (missing transcript and/or score) is 
external to UCF and there is no certainty on when the documents 
are to be received. 

 
4.4.3 Coding 
 

The coding step is dedicated to “transfer” some of the information in the 
application to a separate sheet.  The intention of this operation is to facilitate 
the file manager’s job in keying the application into PeopleSoft™ by minimizing 
the “traveling” around application pages. The coding sheet (a “blue”, half of a 
letter size sheet) is attached to the front page of the application. A part time 
OPS employee or a student usually performs the coding operation.  Table 4.4 
shows the relationship between PeopleSoft™ screen sequence and where the 
information is located in the application and on the coding sheet.     

 
   

Table 4.4 Sequence of PeopleSoft™ Screen vs. Application Page 
 

PeopleSoft™ 
Sequence Data Element Application 

Page 
Coding Sheet 

Location 
1 Bio/Demo Data 2 3rd and 4th 

lines 
2 Address 2 - 
3 Emergency Contact 1 2 - 
4 Emergency Contact 2 Not Used - 
5 Program Data 2 5th and 8th 

lines 
6 School/Region 2 - 
7 Recruiters Not in Application 9th line 
8 Residency 5 6th line 
9 Housing 6 9th line 
10 Test Scores Not in Application - 
11 External Data 2 - 
12 External Degrees 2 - 
13 GPA Not In Application - 
14 General Materials Not Used - 
 
 
As can be seen in the preceding table, all the information from the 

application is in page 2 except for housing and residency classification. One 
opportunity to reduce the processing time could by eliminating the coding 
operation. There are various implications in such a change: 
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1. There would be an estimated reduction of at least 293 hours a 
year in processing time3;  

2. Additional time would necessary in order to the file manager’s to 
cope with extra burden of looking at two additional pages (pages 
5 and 6); there is no available data in this respect; the impact 
would be less if the sequence in PeopleSoft™ is modified to 
match the order in the application;    

3. The “Incoming Q.C” function being performed during the coding 
process would have to be transferred to another step4;  

4. There would be a cost in modifying PeopleSoft.™ 
 

As can be seen in the third column, the coding sheet was not necessarily 
design for PeopleSoft™.  If this sheet is to be continued in use it should be 
redesigned eliminating irrelevant information, adding necessary information 
and changing the sequence according to PeopleSoft™. 

 
In addition to filling out the coding sheet, an “incoming” quality check is 

performed during this process.  If the application is missing information, the 
processor fills out an additional sheet to be sent to the applicant requesting the 
missing information.  Residency classification is one the parameters subject to 
the quality check. 

 
4.4.4 Build 

 
The build operation is devoted to group the transcripts, scores, 

application and any other available documents into a file folder.  Students are 
performing this task. Freshmen and transfers are distinguished by the color of 
the folder: blue for freshmen and yellow for transfer applications.  In addition to 
the record building, an alpha letter sticker is affixed to the record for filing 
purposes.  Also, some information is added to the folder front cover: term 
applying for (in red ink), class, type, schools attended and initials of the person 
performing the operation. Freshmen application test scores, if available, are 
also posted on the folder. The applications (usually all records completed for 
the day) are dispersed evenly among file managers by the end of the day or at 
the beginning of the following day. At this point, the original batch is divided into 
several smaller batches. 

 
The time range for the sample of 30 applications was 0.47 – 3.27 minutes 

with an average of 1.67 minutes.  The variability could be explained by the 
degree of completeness of application documentation. The build task could 
represents approximately 8915 hours a year.  
 
4.4.5 Application Key-In 

 

                                                 
3 The projection is based on the minimum time of .55 minutes in a sample containing both complete and 
incomplete applications; 32,000 applications, 0.55 minutes each. 
4 During the coding process, the processor records errors or missing information in the application and 
issues a form requesting the information from the student. 
5 32,000 applications, 1.67 minutes each. 



- DRAFT - 

OEAS-PR-00-002    12 6/14/01
 

The file manager enters the information into PeopleSoft™. The sources of 
the data to be entered are the application itself and the coding sheet. While 
keying in the application, the file manager might be answering a customer 
inquiry.  In a sample of 58 applications, 20 phone calls were observed, lasting a 
total of 1 hour and 15 minutes approximately. Total time for the key-in task was 
4 hours and 5 minutes; 76% of the time dedicated to the file manager function 
and 26% to the customer service function. 

 
The key-in processing time is in the range of 1.70 – 7.63 minutes with an 

average of 3.49 minutes.  Most of the variability could be explained by the 
difference between on-line, “prospect” and hard copy applications. Figure 4.4 
shows the difference. On the basis of key-in time, on-line and prospects 
applications are preferred over hard copy or paper applications. 
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Figure 4.4 Key-In Time by type of Application 

 
 After keyed, the application is moved to the record review operation. 

 
4.4.6 Review of Application Record 
 

The review operation could be considered as a quality assurance point 
although limited as such. In this task, the processor compares the name, SS# 
and residency classification in the application against the information printed 
out of PeopleSoft™ (a printed label is requested the day before when the file 
manager keyed the application). Errors related to SS# are bring to the 
supervisor’s attention. Name and residency classification errors are corrected 
by either the processor performing the review or by the file manager. 

 
The content of the application is reviewed for transcripts and scores and a 

post card (a label with name and mailing address is affixed to it) is mailed to 
the student containing the status of the application which is either “received 
and in process” or “on hold due to missing transcripts and/or scores”. 
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After the review step is completed, applications are then grouped into one 
of the following possibilities and the batches moved accordingly: 

 
1. Freshmen or lower division (less than 60 credit-hours) transfer 

applications moved to the GPA calculation operation; 
2. Freshmen or lower division transfer applications moved to the 

“no decision file”6 (missing transcripts and/or scores);  
3. Upper division transfer applications moved to the “decision file” 

(to be reviewed by the Counselor); 
4. Upper division transfer applications moved to the “no decision 

file” due to lack of transcript(s). 
 
The review operation represents approximately 272 hours7 a year. The 

time range in the sample taken was 0.22 – 0.88 minutes with an average of 
0.51 minutes approximately.  After the review process is completed, batches of 
applications are forwarded to either a file or to the following step, GPA 
calculation.  Normally this is done once a day.  
 
4.4.7 GPA Calculation 

 
The GPA calculation operation is composed of two main elements: (1) 

transferring of grades from transcripts to a paper sheet, and (2) key-in the 
information into Northwest™.  Applications are then placed in a file (“decision 
file”) in alphabetical order where the Admissions Counselor retrieves them. If 
scores and GPA are classified as “high” according to pre-establish parameters, 
the application is taken to the counselor regardless of the batch the application 
was in; the cycle time for the “high” scores and GPA is, hence, lower.  

 
 The GPA operation is currently performed by a combination of part time 

OPS employees and students.  Based on the number of applications and the 
number of employees present, one application might be processed by one 
processor (the two elements of the operation) or by two processors (each one 
of them performing one of the two elements of the operation).  After a batch of 
applications is processed it is moved to the “decision file” where applications 
are to be retrieved by the counselor. 

 
 In the first element, writing the grades down in the pink sheet, the 

processing time was in the range of 1.30 to 2.78 minutes with an average of 
1.83 minutes. In the second element, data entry of grades into Northwest™, 
the time range was 0.18 – 2.17 with an average of 0.71 minutes. 

 
 When observing the operation it was noticed that if the data entry sheet 

is not used, the data entry task takes longer than when using the paper sheet 
but the overall processing time is lower. Table 4.5 contains a summary of the 
results on the GPA calculation time observations. 

 

                                                 
6 The physical file containing applications missing necessary information, usually transcript and/or scores, is 
called “No Decision File.”  
7 32,000 applications, 0.51 minutes each. 



- DRAFT - 

OEAS-PR-00-002    14 6/14/01
 

It is clear that the data sheet facilitates the data entry process. One key 
question to answer however is whether the time dedicated to fill in such sheet 
is worth the total time saving in the data entry process. On the other hand, 
there is an additional factor that should be considered in the equation: is it 
ergonomically better to have the data entry sheet regardless of the time it takes 
to perform the operation? The fatigue, ease of the task, error factor, etc., are 
not known but important. Although limited in sample size, the study provides an 
insight in terms of the total processing time but not a definitive answer. 

 
          Table 4.5 GPA Calculation Tasks Time 
 

Task With  
Data Entry 

Sheet 

Without 
Data Entry 

Sheet 
Fill In Sheet 
Time (Avg.) 

1.83 - 

Key In Data 
Time (Avg.) 

.71 1.94 

Total Time 
(Avg.) 

2.54 1.94 

 
After the GPA calculation is completed and the data added to the record, 

the batch of application is moved to the decision file to be retrieved by the 
counselor.    

  
4.4.8 Review and Decision by Counselor 
 

A counselor retrieves a batch of applications from the “decision file” 
based on an alpha letter previously assigned. The application is reviewed and 
a decision made. The applications are then taken to the processing area “roll 
away file8” where file managers retrieve them for decision key in.  The batch 
size could be equal or smaller that originally taken to the office because of 
various reasons: the counselor is traveling so applications are reviewed in 
different time frames, the counselor needs to contact the student, counselor is 
not satisfied with the information provided, among others.   
 
 While most of the tasks in the process are performed in the same 
processing area, the review by the Counselor is performed in a separate office 
located in the first floor (the processing area is located in the third floor) of the 
Administration Building. The Counselor goes to the third floor to locate and 
bring the files he or she is going to review. Given the distance, it makes sense 
to a counselor to complete a batch before applications are forwarded to the 
following step. This situation presents a challenge in terms of reducing the 
batch size without reducing the efficiency of the process and reducing the cycle 
time.  Two alternatives could be considered in this respect: eliminating the 
physical distance by having both operations in the same place, eliminating the 
need for review of the physical file.    

                                                 
8 The physical file containing applications with decision already made by the Counselor is called “Roll Away 
File.” 
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4.4.9 Key-In Decision 
  
 A batch of applications is returned to the processing area where the file 
manager keys-in the decision made by the counselor.  The file manager keeps 
the records in his/her premises (cubicle file) until the communication letter with 
decision comes out of PeopleSoft™, in order to make a notation on the folder 
about the date the decision letter is sent to the student. It is also a quality 
checkpoint to ensure the decision letter is the correct one.  There is usually a 
24 hours delay since letters are printed in batch mode over night. This is an 
area of opportunity to reduce the cycle time by one day using if the delay is 
eliminated. The information (date the decision is posted and the decision letter 
requested and sent) could be added to PeopleSoft™ as it becomes available, 
but the physical file could be available to the following operation the same day. 
The quality checkpoint could probably be built-in within PeopleSoft™.  
 

In 27 applications, the key-in time range was between 0.70 and 3.52 
minutes with an average of 1.30 minutes. 

 
After the decision key-in operation is completed, high school student 

applications are sent to the “wall file9”. Transfer students applications are 
forwarded to the TSR operation.     
 
4.4.10 Transfer Summary Report (TSR) 

   
This operation is performed in transfer applications with acceptance 

status only. Batches of applications from different file managers are forwarded 
to the TSR processors after the decision key in-letter process is completed. It is 
the most time consuming of all the tasks in the flow. The processor reviews the 
physical transcript(s) and then keys-in the coursework into Northwest™. This 
task will eventually be done in PeopleSoft™ however no specific date was 
available at the time of the study. The number of transcripts in the application 
determines how long it takes to complete the review as well as the coursework 
data entry. Full time employees perform this operation.  Two updates are 
performed for TSR: before orientation and after the student enrolls showed up. 
The updates are simpler than the original coursework review and data entry. 

 
In the sample evaluated the processing time range was between 3.23 and 

29.83 minutes with an average of 11.77 minutes. The number of transcript was 
between one and four. 

 
       4.4.11 Residency Classification   

 
The residency classification review step is an exception in the process, 

i.e., only those applications missing supporting documentation related to the 
residency classification are subject to the residency manager review. The 
review is done once the information is received from the applicant in the mail. A 

                                                 
9 The physical file where applications are place after the decision letter is sent and the TSR (if applicable) is 
completed is called ‘Wall File.” 
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full-time employee conducts residency review. The processor reviews what was 
requested and decides whether the documents received are enough or not 
based on the pre-established statutes. The label on the record folder is re-
classified from “pending” to either FL or not FL resident. PeopleSoft™ is 
updated as well.  If the information is not enough, another communication is 
sent to the applicant. 

 
Unlike most of the operations in the process, the residency classification 

review is not fixed in terms of the sequence within the flow.  At any given point 
during the process, and after the documentation is received in the mail, the 
processor must locate the application file which could be in either one of 
various route paths. This is an opportunity for improvement. If all information is 
coded in PeopleSoft™ (or in other available system) the processor could make 
a decision quickly by just comparing what was requested and what was 
received without the need for a physical file. 

 
There is no official data on how many applications are subject to the 

residency classification review; informal input from the processor indicates that 
the number of application going through this operation could be in the range of 
15-20 applications per day in the period of October-November. The batch size 
is dictates by the number of “residency documents” received for the day. 

 
The processing time for the observed applications was between 0.58 and 

12.77 with an average of 4.26 minutes. 
 

4.4.12 Summary       
 
Key elements of the flow presented above are: 
 

1. Number of Steps in the process: approximately 12 
(11 operations plus the payment package review)   

2. Number of Processors in Contact with Application Record: 13 
(A minimum of one per operation, 2 in some cases) 

3. Number of Places application is moved to: 15 
(Including file cabinets) 

 
When the application is moved, all original documents are traveling as 

well. The documents in the folder are loose.  Although no errors were observed 
in this regard, when adding all these factors together, it is reasonable to 
consider an automated process in order to reduce the probability of human 
error (mix up of documents, misplaced documents, lost documents, etc.) 
 

The results of the time study are summarized in Table 4.6.  There are 
some operations with more than one task. The data presented in the table 
include all tasks combined. Based on the results below, the processing time for 
an application is in the range of approximately 13 – 76 minutes (excluding 
delays) in the worst case. If the residency classification review is not necessary 
and the application is from a high school student, the time for residency 
classification and TSR are to be deducted. 
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The three operations with the highest absolute variability (see Figure 4.5) 
are key-In application, residency classification review and TSR.  The variability 
in keying in an application could be explained with the fact that there are three 
different types of applications each one with a different complexity: on-line, 
prospects and hard copy. Also, file managers are responsible for customer 
inquiries, which means they could be handling an application and answering 
the phone at the same time. In TSR, the number of transcripts is not always the 
same, the higher the number of transcripts, the higher the processing time; the 
number of transcripts in sample taken ranged from one to four. In the residency 
review, the processor experience in that particular function is very limited; 
some of the time incurred when asking a co-worker is included and hence 
making the time observations somewhat higher than normal. 

 
Table 4.6 Application Processing Time - Minutes 
      

OPERATION MINIMUM MEAN MAXIMUM 
Mailroom 0.55 1.18 2.82 
On-Line Application 0.22 0.39 0.58 
Bates 0.32 0.64 1.12 
Coding 0.55 1.34 3.67 
Build 0.47 1.67 3.27 
Transcript Processing 2.64 3.58 4.82 
Key-In Application  1.70 3.49 7.63 
Record Review 0.22 0.51 0.88 
GPA Calculation 1.48 2.70 4.95 
Key-In Decision 0.70 1.30 3.52 
TSR 3.23 11.77 29.83 
Residency 0.58 4.26 12.77 
Total 12.66 32.45 75.86 

3.23

11.77

1.70 0.58

3.49
1.670.39 0.64

1.34 3.58 4.26
1.30

2.70
0.511.18

7.63

12.77

29.83

0

5

10

15

20

25

30

35

M
ai

l
R

oo
m

O
n-

Li
ne

B
at

es

C
od

in
g

B
ui

lt

X
cr

ip
ts

K
ey

-I
n

A
pp

R
ev

ie
w

G
P

A
C

al
c.

K
ey

-I
n

D
ec

.

T
S

R

R
es

id
en

cy

M
in

ut
es

Figure 4.5 Processing Time* 
 

* Vertical line represents range of time. One number represents the mean, three numbers  
                     represent the minimum, mean and maximum respectively. 
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4.5 APPLICATION CYCLE TIME 
 
4.5.1 Application Cycle Time –Theoretical 
 

As discussed in section 4.5, actual processing time for an application is in 
the range of 13 minutes and 1.26 hours approximately.  The current process is 
characterized by a batch type mode, i.e., one application is not normally moved 
from one task to the other until the whole batch is completed, which add an 
artificial delay to the cycle of the application. In some cases the batch is not 
moved until the next day increasing the delay. On the other hand, the process 
would be extremely inefficient if one application –physical record- is moved at a 
time, at least with current configuration and floor layout. If the application record 
is missing key information needed in the decision making process, there will be 
additional waiting time. Waiting and queue times are making the process to last 
for several days. 

 
The following figure presents the theoretical or ideal number of days it 

takes to an application to go through the entire process, from mailroom to the 
decision key-in, assuming that all information is available and that there are no 
errors in the application document. 
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Figure 4.6 Application Cycle Time - Theoretical 

 
The information presented in Figure 4.6 above is the result of the batch 

type process.  Mailroom and Bates-Coding-Build operations usually take one day 
to move a batch of application to the following step. Key-In to ‘‘decision file” 
(physical file where counselors pick up applications for review and admission 
decision) usually takes three days: one for the file manager to key in the 
application, one to review the record and 1 for the GPA calculation. Decision file 
to decision key-In includes the review and decision by the counselor and the 
decision key-in by the File Manager.  In theory, the cycle of the application is 
seven days.  
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  The cycle time of the application would be drastically dropped down if an 
application could be available to the next operation immediately after completion 
of the preceding step. Under current system of having the physical file traveling, 
this “one-by-one” (or batch size equal to one) option would be extremely 
inefficient since the operator would be standing up and walking all day long. 
There could be, however, at least two alternatives in pursuing this option: 

  
1. A “Just-In-Time” production philosophy 
2. An Imaging System 
 

In alternative number one, the application would be moved from one step 
to the other in a “well balanced” production line.  The queue, move and wait time 
would be minimum (probably a few minutes) and the total cycle time would be in 
line with processing or “run time” –hours instead of days. The main constraint in 
transforming the process into a JIT environment is the floor space layout.  It 
would require a total transformation of the physical processing area.  In order to 
be “efficient”, the operations are to be next to each other as the sequence of 
process dictates.  

 
Alternative number two would be same as number one except for one 

particular element: the physical movement of the application is not necessary.  
An application would be available to the next operation right after the preceding 
operation is completed.  The floor space layout implications are minimum in 
comparisons to alternative number one. 

  
Travel is typically another factor that adds time to the process.  In the 

process under study the travel time is not significant due to the short distances 
between operations within the processing area10. There are two instances, 
however, in which the distance, hence the traveling time, are significant: from 
Mailroom to cashier and front desk and from the counselor’s office to the 
processing area.  Round trip in either case takes approximately 3 minutes using 
the elevator. Horizontal distance is approximately 134 ft. (268 ft. both ways).  The 
travel frequency between these points, however, is 1 per day.     

 
4.5.2 Application Cycle Time – Sample 

 
The minimum, mean and maximum values (days) for each of the four 

steps in a sample of applications is summarized in the following figure. 
 

                                                 
10 The longest path is between the on-line and residency cubicles to the coding/build table, approximately 
100 feet, 30 seconds. The travel frequency between the two points is 1 or 2 occasions per day.  
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Figure 4.7 Application Cycle Time: Minimum, Mean, Maximum 
 
Mailroom to Bates and Bates to Key-In cycle times are the same with one 

day cycle time. They are equivalent to the theoretical cycle time. The cycle time 
for the Key In – Decision file portion, however, is much more longer due to the 
following factors: (1) some applications are incomplete, the flow is interrupted 
until transcripts and scores are available; (2) priorities are based on the term the 
student is applying for; (3) the waiting time from the moment the student is 
notified up to the point when information is received and gets together takes 
days, even weeks. External factors play a significant role in the application 
processing flow. 

 
The following figure shows the “adjusted cycle time”.  After eliminating the 

external factors mentioned above, the projected actual cycle time dropped 
drastically. 
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  The information presented above is not intended to be a representation of 
the whole population because of various factors: (1) the seasonality of the 
business, (2) the sample size, and (3) limitations in the availability of data and in 
controlling the variables affecting the flow. However, there are some points that 
we can get out this analysis.  First, working in batches is causing an artificial 
delay in the form of wait and queue times. Total artificial delays might be around 
50 hours.11   Second, external factors (mainly due to incomplete applications –
missing transcripts, scores, etc) are having a significant impact in the application 
cycle time. 

 
4.6 FACILITIES 

 
The facilities assessment included the following components: 
 

• Floor Space, Safety and Security  
• Equipment 
• Personnel Requirements 
• Environmental Conditions 

    
4.6.1 Floor Space, Safety, Security 
 

 A chart of the existing layout is included in Appendix F.  The processing 
total area consists of approximately 2,281 square feet including 5 closed offices, 
26 cubicles, two rooms (a file room and a kitchenette with some appliances and 
files) and a section of three stand alone 24” x 60” and one 30” x 60” tables. There 
is a sixth closed office, but it is not dedicated to the application processing 
functions.  

 
The average occupancy of the space population is approximately 31 

people composed of full time and part time employees and students.  The 
average space rate (footage/person) is 73.58 ft² per person.  The fire safety 
guide to locate and size exits is 100 ft² per person.  Based on this guide the 
maximum number of people in the processing area should be no more than 22-
23.  There are some other factors to be considered (type of offices, number and 
location of exit, number and location of file cabinets among others) that might 
have this number goes up.12 It is recommended to perform a more in depth 
analysis in this aspect considering any county, state and federal applicable 
regulations. 

 
Approximately 200 ft² is being dedicated to file cabinets. There are files in 

6 to 7 different places within the processing area (excluding cubicles and closed 
offices).  In some cases the available space in the path way is below the 
recommended 36” (see reference 4).  In general, files represent a significant 
burden in terms of space, logistics and workload. It is recommended to evaluate 
and consider replacement of standard file with lateral files, which are more 
efficient in terms of capacity and space requirement. It is also recommended to 
consider the centralization of files (see alternate layout in Appendix G).  These 

                                                 
11 Based on 1.3 hours of processing time (see table 4.6) and 7 days of cycle time (see Figure 4.6). 
12 The information on the fire safety guide was provided by the Facilities Department. 
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alternatives or the use of a document imaging system would facilitate the search 
for records. Significant improvement, however, could be achieved if some of the 
file functions are eliminated. The Bates area is an area of opportunity given the 
volume of on-line transcripts received. 

 
The reduction in seating spaces due to the proposed re-layout is not a 

constraint if the occupancy rate is maintained, however it could be a problem if 
the number of employees is increased. Seating spaces in the proposed layout 
are approximately 38 – 39 including cubicles and closed offices. The construction 
of a new building, which has been mentioned, would be a medium to long-term 
solution, meanwhile the recommended alternatives should be considered for the 
short term. 

 
The processing area is restricted to authorized personnel only, however 

there is a lack of a “physical access control.”  File cabinets (decision files where 
counselors retrieve records) are located just in front of the entrance door and 
could pose a security risk. It is recommended to install an access control system 
to truly limit the access to authorized personnel.  

 
4.6.2 Equipment  
 

All cubicles and offices are equipped with standard hardware and 
software. All workstations are equipped with surge protector but not with battery 
back up. If electric power is lost, the data being processed (after the last “save”) 
will be lost. Cubicles desktop dimensions are in accordance to the standard size 
of 30” x 60”.  It is recommended, however, to have an ergonomics expert 
examine the workstations for size, seating, arrangement, and the data entry 
function.  

 
4.6.3 Personnel Requirements 
 

The two elements assessed are rest rooms and food services. Rest 
rooms are well equipped and within the recommended parameter of no more 
than 500ft from the workstations.  The kitchenette area is 127 ft².  Some 
equipment (microwave, refrigerator) is provided but some of the space is 
dedicated to file cabinets where the “bates” process takes place.        
 
 4.6.4 Environmental Conditions 
 

 The Environmental Health and Safety (ESH) department assessed the 
illumination and sound levels of the processing area. Copy of the EHS report is 
included in Appendix H. There are not major problems in respect to these two 
parameters except for an area in the Bates files area where lighting is below the 
recommended parameter. Temperature was not formally assessed but it appears 
to be normal for an office environment. No comment about temperature, either 
positive or negative, was received during interviews or during the time spent in 
the area for observation purposes. 
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4.7.0 IMAGING AS AN ADDITIONAL TOOL – VIEWSTAR™ 
 
4.7.1 Introduction 
 
 An imaging system has been mentioned as a processing tool alternative 
for undergraduate admissions.  The University currently has a system in place 
(ViewStar™) with various departments as users: the Office of Graduate Studies, 
Financial Aid, Student Records, Finance & Accounting and Human Resources 
among others. This section as well the conclusions and recommendations on this 
subject are based on the information collected in the computer services 
department and the observations made in the Office of Graduate Studies where 
this software was implemented several years ago. 
 

ViewStar™ is being used in different ways but mainly to archive 
documents electronically which otherwise would require a greater amount of 
physical space.  The Office of Graduate Studies is currently processing the 
applications as well as the supporting documentation in ViewStar™.  Documents 
are received, sorted, prepared and scanned. When the supporting documents 
and the applications are complete, the record (including application and all 
supporting documentation) is forwarded electronically to a queue to be 
processed by the Admissions Counselor. ViewStar™ does the matching (the 
equivalent to the current Bates operation in Undergraduate Admissions) and the 
forwarding processes. From the scanning point on, the workflow within the office 
is controlled and triggered electronically without the need of a physical file. A 
series of “queue reports or screens” prioritize the work of the processors based 
on the completeness of the records and the sequence of operations.  At any 
given point in time the processor is able to determine what application to work on 
and whether the necessary inputs are available or not. Once the work is 
completed, the application is immediately available to the next operation. 

 
Although the volume of applications for graduate studies is approximately 

one third of the undergraduate volume, the processes are similar with respect to 
the inputs, the sequence of operations and the final outcome. Table 4.7 is 
intended to illustrate the difference between the current system and a theoretical 
process with an imaging system using the Graduate Studies flow as a reference.  
The comparison is limited to the operational aspect only. 

 
In eight out of eleven tasks analyzed, an imaging system has advantages 

over the current system.  There are two tasks where the direct impact is not 
necessarily to ease the operation (reduce the cycle time) but in the overall the 
process would be “better off.” The main advantages of an imaging system are the 
reduction time between operations and the improvement in security. There are 
also some advantages on space and priority and production control.  The 
following sections address each one of these advantages. 
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Table 4.7 Comparison of Current System Against an Imaging System 
 

Task Current 
System 

Imaging 
System 

Impact Due 
to Imaging 

System  

Advantage 
Current 
System 

Advantage 
Imaging 
System 

On-Line 
Application 

Each application is 
printed. 
Physical movement 
and filing is 
required. 

Printing is not 
necessary. 
Application 
could be 
“moved” 
electronically. 

Elimination of 
printed document. 
Improve cycle 
time. 

 v 

Mailroom Documents are 
forwarded to the 
following operation. 
Some data entry. 

Documents are 
scanned and 
forwarded to 
the following 
operation. 
Some data 
entry.  

Additional load; 
requires new 
equipment and 
more space.  Log 
in Access is not 
necessary. Job 
enrichment. 

v  

Bates Manual search; 
341 hours a year.  

Search and 
matching is 
performed 
automatically.  

Less resources; 
less filing; 
improve cycle 
time. 

 v 

Coding Minimum of  
293 hours a year. 

Not Necessary. Fewer resources; 
Improve cycle 
time 

 v 

Build Build physical 
record; filed 
various times in 
different places.  

Build physical 
record; filed just 
one time in one 
place. 

Fewer files, less 
filing, less 
physical 
movement, less 
opportunities for 
misplacing. 
 

 v 

Key-In 
Application 

Need a physical 
record. 

Does not 
require a 
physical record, 
but could still 
use it. 

The task could 
take longer 
without the 
physical record, 
but the cycle time 
would be lower 
and the priority 
control improved. 
Requires new 
equipment.  

v 
 

 
 

Record 
Review  

Done manually for 
missing documents 
and correct name, 
residency 
classification and 
SSN. 

Available tools 
provide detailed 
information on 
incomplete 
records.  

Q.A. step on 
name SS# and 
residency 
classification 
could be 
relocated. 
Improve cycle 
time.  

 v 

GPA 
Calculation 

A combination of 
manual and 
mechanized 
process. 

Manual 
Process; need 
physical 
document. 

Transcripts to be 
printed. Improved 
cycle time. 

v 
 

 

Review and 
Decision by 
Counselor 

Have to travel up 
and down stairs; 
carry on physical 
document. 

Does not have 
to travel; does 
not need 
physical record. 

Improve cycle 
time; improve 
work environment.  v 

Key-In 
Decision 

Need physical 
record 

Does not need 
physical record. 

Improve cycle 
time. 

 v 

Residency 
Classification 
Review  

Need a Physical 
Record 

Does not need 
physical record. 

Improve cycle 
time; improve 
work environment. 

 v 
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4.7.2 Space 

 
The number of file cabinets would be lower since the application record 

would be in just one place. It would not be necessary to have a “status” file 
cabinet (“roll away” file for decisions to be keyed, for example).  The available 
space could be used to ease the flow of people and to have a better work 
environment. 

 
4.7.3 Priority and Production Control 
 

Priority control will be dictated by series of “screen reports;” there would 
be no need to go through an application to know what is left or is the next step. 
The status of an application would be available electronically. The system will 
always tell the processor and counselor what application to work on next. 

 
4.7.4 Cycle and Processing Time 
 

Cycle time would definitely be lower. Since a completed operation would 
be automatically sent to the next process, there would be no artificial delay time 
due to batching. For those applications with the require documentation, the cycle 
time should be close to the processing time provided that the balancing 
(distribution of resources among the different tasks) is adequate to process at the 
output rate required. 

 
4.7.5 Security and Confidentiality 
 

Except for the mailroom and build operations, there would be no physical 
contact with physical records during the normal flow.  The number of processors 
in contact with the original documents would be lower than in current system.  
The probability of errors (misplacing, loss of documents and mix up) should also 
be reduced. 
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5.0 CONCLUSIONS AND RECOMMENDATIONS 
 
5.1 Summary 
 

The application processing operation is probably the first interaction 
between the student and the University. A high quality application processing 
operation is of great benefit to both the institution and the applicant. It will benefit 
the University by providing faster responses to highly qualified applicants, 
increasing UCF reputation, and by providing the best possible work environment 
for employees. It will benefit the student by providing a prompt and accurate 
response.  In all, the first impression is what counts.  

 
The admission operation is currently characterized by a high volume (at 

least during peak season), low mix and high variability.  The process is manual in 
having the physical application traveling through the entire flow of 11 steps in a 
“random batch size” dictated by an interaction of multiple factors. The following 
are a few of them: 

 
• Number of applications received, 
• Completeness and accuracy of application, 
• Type of application in terms of submission media, 
• Type of application in terms of student status (transfer or high school), 
• Term applying for. 
 

The process consists of approximately 11 sequential operations managed 
by approximately 13 processors. It depends entirely on physical movement of 
documents throughout the entire flow. The processing time could be as low as 
minutes and as high as more than an hour in each of the steps. The cycle time, 
however, lasts for days or weeks if information in the record is not complete and 
also due to the batch process that creates artificial delays. External factors play a 
significant role in the cycle time of an application. In the best case, a decision 
could be communicated to the applicant in approximately 7 working days.  

 
 Most of the communication to the applicant is through the mail. The 

applications are being submitted via four different ways: on-line, in the mail, the 
bank or in person. In addition, students call to inquire about the status of the 
application. The inquiries could consume up to 24% of the processor’s time. The 
response to student’s inquiry might or might not depend on the physical record. 
On occasion, looking into PeopleSoft™ is enough to answer the question; on 
other occasions the processor must leave his/her desk to retrieve the physical 
record and necessary information. The record is not always found.       

 
There is historical data on volume of applications; the methodology has 

been modified over time.      
 
The following are some facts about the staffing, facilities and equipment: 
 
• The staff is composed of full time USPS and part time OPS 

employees and students, 
o USPS – 19 
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o OPS – 9 
o Students – 4 to 613 

• There are 4 software applications being use primarily as data bases; 
o PeopleSoft™ 
o Northwest 
o Microsoft® Access 
o Crystal™ 

• The facilities are limited in space, in some instances below 
recommended parameters; 

• Files cabinet exists in multiple places and the applications could be 
stored in various places at different stages; 9%-10% of floor space is 
dedicated to file cabinets; 

   
5.2 Conclusions and Recommendations 
  
5.2.1 Floor Space and Layout 

 
Lack of space is a constraint in the process under study.  A re-layout (see 

Appendix G) is a short-term alternative.  It would facilitate compliance to the 
standard requirement 36” pathway allowance.  It would also improve the work 
environment. It is recommended that an assessment of total area/person vs. the 
fire safety guide of 1 person/100ft² and the projected staffing be conducted in 

order to identify any potential violation to county, state or federal regulation. In 
the long-term, the processing operations (including counselors) should be 

relocated to a larger facility. 
 

Files consume 9%-10% of the existing floor space.  In addition to 
considering the alternate floor layout (with centralized filing), replacing the 

standard cabinets with a more efficient file (capacity vs. space consumption) 

should be considered.          
 
5.2.2. Process Flow 
 
 More than one software application is used as databases: PeopleSoft™ 
Northwest, Microsoft® and Access. Application processing is primarily manual. In 
addition to the record folder, at least five (5) different documents are incorporated 
through out the process.   It is recommended to replace, whenever possible, 
eliminate or redesign those documents as follows: 
 

• Instead of a hard letter for on-line prospect applications, the use of an e-
mail template would be faster and easier; 

                                                 
13 Total number of students is variable depending on the season, day of the week and time of the day; 4-6 
students are based on observations in the processing area.    
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• The coding sheet should be re-designed in light of the sequence in 
PeopleSoft™; the sheet should be eliminated if an imaging system is 
implemented.  

• GPA calculation sheet: consider the elimination or allow the processor to 
use it or not according to his/her particular needs. 

 
The efficiency and work environment could be improved if the dual 

function of application processing and customer service performed by some of 
the processors (file managers and TSR managers) is eliminated. It is 
recommended that different processors be periodically assigned from one of 
these functions to the other rather than allowing the customer service operations 
interrupt application operations.  

 
  5.2.3 Security and Confidentiality 
 
  The security and confidentiality of student’s information could be 
improved if the following recommendations are incorporated: 
 

• Install an access control system to limit the access to the processing area 
to authorized personnel only. 

• Implement appropriate procedures to ensure workstation are locked if not 
in use by the authorized processor. 

• Implement appropriate procedures to ensure processors making entries 
onto official documentation initial and date the entry.  A log containing 
employees’ signature and initial should be kept and updated as required. 

   
 

5.2.4 Ongoing Data Collection and Performance Measurement  
  
 The operation should be monitored continuously in order to identify 
problems and opportunities.  The following recommendations provide the basis 
for the process improvement. 
 

• Data collection should include information on cycle time and processing 
time of an application, completeness and type of errors. 

• Applications received should be classified in as much detail as possible: 
by submission type in all it variants, by classification of student. 

• Errors in the process should be documented by type, source and 
frequency. 

• Performance measures should be implemented including but not limited 
to the level of customer satisfaction and efficiency of the operation. 
 

5.2.5 Imaging System 
 

Based on the analysis and information presented it is obvious that there 
are opportunities for improvement and that a document imaging system and that 
an imaging system, at least the system currently available in the institution, may 
be is capable of managing the processing of undergraduate admissions 
applications in a simpler, safer, more accurate and faster way. In this regard, the 
following recommendations are presented: 
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• Evaluation of the graduate admissions processes with the participation of 

key processors from undergraduate office to collect data on the process 
involving ViewStar™; 

• Perform a “paper pilot” or simulation in which the proposed system is 
challenged against the existing undergraduate process, including 
alternate routing; 

• Review impact, assess cost and make decision accordingly. 
 

5.3 Limitations  
 

As in any other study, there are limitations in the analysis and results 
presented above.  Some elements contributing to the limitations in this study are: 
availability of data and the seasonality of the business. 

 
 In some occasions there was not enough data to support inference about 

the population (e.g. type and frequency of errors). In some other instances the 
data was manually collected through observations. The variability in the batch 
size also incorporated difficulties in the study.  

 
The majority of the data and analysis were conducted during the months 

of October and November (the busiest time), and the results could be different if 
the time frame is change.  The current analysis can be viewed as a peak season 
(worst case) analysis.   
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APPENDIX A: 
 

Engagement Agreement 
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APPENDIX B: 
 

Interview Questions 
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APPENDIX C: 
 

Interview Responses to Key Questions 
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APPENDIX D: 
 

Volume of Applications – Historical and Projection to 2001 
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APPENDIX E: 
 

Detailed Process Flow Chart 
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APPENDIX F: 
 

Floor Space Layout – Existing 
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APPENDIX G: 
 

  Floor Space Layout - Alternate 
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APPENDIX H: 
 

Lighting and Sound Level Evaluations 
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APPENDIX I: 
 

Time Study Observations 
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