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LeEaDERS & INNOVATORS
— KATHY BUCKLEW, REGISTRAR AND DIRECTOR OF ADMISSIONS, POLK STATE COLLEGE

Improve efficiency to handle growth, keep staff happy

When Kathy Bucklew became registrar and direc-
tor of admissions at Polk State College in Florida
three-and-a-haltf years ago,
the institution had recently
installed a new student infor-
mation system and had been
without a registrar for a year.

Over the past three years,
enrollment has grown by
about 40 percent. Plus, the
institution began offering a
8 bachelor’s program, so new

% processes were needed to
&= 8 accommodate the differences
AT.HYB T C KLEW between that program and the

two-year degree and work-
force training programs already in place.

To address all these challenges, Bucklew looked
carefully at every process. “What can I do to improve
efficiency and give the staff a job that’'s more enjoy-
able and give the students the services they need?”
she asked.

First, she sat down'with each staff member and
tried each job in the office. “If you don’t understand
how something operates, you can't effect good
change,” she said.

She also planned opportunities for staff input.
Staff members need to have ownership to perform
at their best and initiate positive change. “I have to
help them love their jobs,” Bucklew said.

Staff members also know that if a new process
doesn’t work, they can change it back to the way it
was before, she said.

Bucklew’s first project was to determine how the
student information system could be configured
to support state rules and regulations and college
policies.

Next, she identified where processes could be au-
tomated or simplified. For example, moving gradua-
tion application processing online saved about 1,000
hours of advising time a year, Bucklew said.

When the bachelor’s program was added, Bucklew
had the opportunity to design processes correctly
from the beginning, she said. Officials expected 50
students to enroll but ended up with 200. Efficient
processes made handling the extra students pos-
sible, she said.

Bucklew’s mostrecent improvement was to change
to electronic transcripts. Polk went live with the Avow
Systems PDF transcript product in early October. "I
think we're going to find as we move forward with
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technology that electronic transmission is more
secure than paper,” Bucklew said.

Her goal is to eliminate paper transcripts. Polk's
online ordering system does not offer the option of a
paper transcript, although students may still request
one if they really need it. For paper transcripts, they
need to fill out a request in the office or send one
in, Bucklew said. In the first three weeks that PDF
transcripts were available, about 200 were sent out.
Only two students ordered paper transcripts.

The system took about 10 minutes for the tran-
script clerk to learn, Bucklew said. That clerk used
to spend about six hours a day entering transcript
requests and printing and folding transcripts, she
said.

Managing the electronic system takes only about
an hour a day. That means the office gained 20 hours
of staff-member time a week, Bucklew said.

The biggest learning curve for students was under-
standing that they needed an e-mail address for the
transcript to go to. Staff members helped them find
e-mail addresses and complete transcript requests
if they had questions, Bucklew said.

E-mail Kathy Bucklew at KBucklew@polk.edu. B

Follow these tips to implement
electronic transcripts smoothly

Polk State College in Florida recently launched
Avow Systems’ PDF transcript delivery. Registrarand
Director of Admissions Kathy Bucklew recommends
these steps to ensure that the shift to electronic
transcripts goes smoothly:

e Understand your current process. How much
staff-member time goes into transcript processing?

e Define your goal. Do you want to free up staff
time? Provide better service to students?

e List barriers you are Ilkely to need to cross for
the implementation to succeed. ' -

e Weighthe costsandbenefits. Determine whether
you charge enough for transcripts. Polk added a $5
per transcript fee about a year ago in anticipation of
electronic transcripts.

~* Let the institutions you most frequently send
’[ransc:rlpts to know that you are going tc to start using
electronic transcripts. Send out an announcement
that this is now your preferred method.

e Educate students about the need to provide an

e-mail address for the transcript recipient. H
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