
Presenter
Presentation Notes
NOTES/CONTENTIntroductionsWe will be presenting how we implemented a cohesive student services model incorporating registrar, student accounts, and student financial services, how we currently function in that format, and what we have learned to inform future changes to this service model



WHO ARE WE?
Azusa Pacific University is a comprehensive, evangelical, Christian 
university committed to excellence in higher education.

● Offering over 100 associate’s, bachelor’s, master’s, and doctoral 
programs

● On campus, online, and 6 regional centers
● Recognized as one of America’s Best Colleges by U.S. News & 

World Report



WHO ARE WE?
IPEDS Fact Sheet Information

Academic Year UG Population Retention Rate 6-year 
Graduation Rate

2016/17 5770 86% 70%

2015/16 5883 87.9% 68%

2014/15 5918 85% 67%

2013/14 6543 82% 65%

2012/13 6224 83% 63%

2011/12 5998 87.5% 63.4%

Presenter
Presentation Notes
Common data sets pulled from our annual IPEDS surveysHighlights:Significant growth from 2011 to 2012 which prompted the idea of One Stop service modelConsistent retention rates for a school our size with most in our category in the low 80’sSteady increase in completion rateshttp://www.apu.edu/oira/commondata/



student service model that would support an increased 
student population, improve service, and respond to a 
competitive marketplace.

To develop a

Sustainable and Cohesive

OUR CHALLENGE

Presenter
Presentation Notes
In order to address growth and respond to customer dissatisfaction with things like:Long lines during high volume timesThe “runaround” or “back-and-forth” between offices was challenging for studentsThe silos created vacuums of information making it difficult to understand implications to students when scheduling concerns overlapped into financial concerns and vice-versa



into an One Stop service model

Combining

Registrar and Student Financial Services 
integrated

OUR SOLUTION

Presenter
Presentation Notes
Integrating service areas represented in two distinct departments:Student Financial ServicesFinancial AidLoan ProcessingStudent Accounts/CollectionsRegistrarAcademic AdvisingDegree AuditGraduation Clearance



3
1Front Facing and Call Center 
Student Service Advisors

2Academic and Student
Account Specialists

Home Office

THE ONE STOP MODEL

Presenter
Presentation Notes
NOTES/CONTENTThe solution was the implementation of an integrated enrollment services model (One Stop) highlighted by three tiers of service: Tier 1: front-facing and call center student service advisorsTier 2: Academic and student account specialistsTier 3: Home Office - Comprised of specialists or experts in their related fields



Presenter
Presentation Notes
Tier 1 service consists of 7 front-facing SSAs who rotate between the front office and the call center.These team members are trained in both the registrar and student financial services functions and manage about 75% of the incoming inquiries.



Presenter
Presentation Notes
Tier 2 is comprised of 5 ACSs and 5 SASsThese positions have deep knowledge in their respective areas of registrar or student finance and work with students and families who need a deeper level of expertise or extended time to resolve their issues. ACSs primarily handle all registration/scheduling related concerns academic progress issuesdegree audits and grad clearance primary customer the Junior or Senior level studentbecause of their extensive knowledge of the academic programs, they also offer academic advising for more complex issuesSASs handle:all financial concerns that impact the student accountgeneral financial aid counselingcollections



Presenter
Presentation Notes
Because One Stop is an open-office model, there are 2 separate offices called privacy rooms that are designed for family visits or high touch meetings requiring additional freedom from disturbance



    g 

Presenter
Presentation Notes
The One Stop office is under the reporting line of the VP for Enrollment Management



       

Presenter
Presentation Notes
NOTES/CONTENTOne of the most effective positions we created about 1 year after the launch of One Stop was that of Communications ManagerGoal was to brand and streamline communications to students to avoid overlapping messaging This position also helps with the overall office brand and feel including the student experienceWe also have started a collaborative marketing and communications effort with our partner offices - Admissions, International Enrollment, and Student Success Center



     

Presenter
Presentation Notes
NOTES/CONTENTTier 3: Specialists comprised of experts in their related fields: Loan Officers, Financial Aid Officers, Transfer Evaluation Specialist, Transcripts, and Data and Systems support



1Culture

IMPLEMENTINGA ONE STOP

2Leadership 3Acceptance

Presenter
Presentation Notes
The following areas were important for us to consider on our path to a One StopCulture It is important to understand your current culture in order to enact change.Leadership Buy in is crucial at the leadership level Path to Acceptance addressing resistance from team members



1Culture

IMPLEMENTINGA ONE STOP

2 3

Presenter
Presentation Notes
Culture matters! It is important to understand your current culture in order to enact change.



APU Culture Challenges
● Silos
● Ownership
● Trust

Culture

Presenter
Presentation Notes
SILOSAPU was a house of silos and private officesBy removing the “silos” of our old model, we were able to open lines of communication between departments and better contextualize the implications affecting our students’ enrollment decisions.OWNERSHIP Achieving OwnershipLeaders must move their staff past a state of objection to a state of ownership through communication, establishing expectations and identifying areas of strengthTRUST - If you choose to take on an initiative like this: Support YOUR leadership (even if you don’t trust the initiative!)Trust is often built when working towards a common goal



IMPLEMENTINGA ONE STOP - Leadership

2Leadership 31

Presenter
Presentation Notes
LeadershipCOMMITMENTLeadership must be all in; CONSENSUSconsensus doesn’t mean complete agreement but satisfaction that concerns have been heard



Leadership Accountability
Communication and Harmony
Disconnect at any level of leadership can be disastrous

“Deliver bad news first, practice full disclosure, be loyal to the 
decision made by the group or leave – there should be no 

appearance of dissention.”
- Dr. Gayle Beebe

Leadership

Presenter
Presentation Notes
We learned that a disconnect at the leadership level can be challenging or even disastrous.COMMUNICATION/HARMONY at the Management level: Dr. Gayle Beebe, President of Westmont College - Bad news first, full disclosure, be loyal to the decisions made by the group or leave - no appearance of dissent Transformational Leadership* is the skill/knowledge/attitude-based leadership that:Communicates emerging vision throughout the organizationSeeks to align vision with mission, values, operations and performance of the organizationClarifies the strategy (Goals and Objectives)Through great will and humility, develops a disciplined, aligned organizational culture that supports and executes strategies*From Robert Quinn ‘s Deep Change / Summarized by The Genysys Group



IMPLEMENTINGA ONE STOP - Acceptance

3Acceptance21

Presenter
Presentation Notes
Acceptance is a daily thing in the beginning and as needed moving forward!Not everyone is on the same timeline of acceptance. 



Navigating Your Team Towards Acceptance
● Address reluctance to change
● Encourage ownership
● Manage expectations
● Create something everyone can embrace - C.A.R.E.

Acceptance

Presenter
Presentation Notes
RELUCTANCEPeople are very protective of what they have “built” and are reluctant to change when they feel it may impact what they view is already successful.OWNERSHIP through engagementIt is important for leadership to decipher how to help staff move past a state of objection and to a state of ownership. This was accomplished by:identifying and utilizing staff strengths, providing opportunity to voice concerns and ideas, and creating avenues of participation that applied directly to the transition.MANAGE EXPECTATIONSIntentional dialogue is critical and should be properly filtered to protect staff from issues of conflict associated with change.MANAGE THE CONVERSATION: If the vision has been cast, don’t mislead your people into thinking they can change it vs. enhance itie: The battle of the private office



Resolve the issue

Actively listen

Choose joy

Exceed expectations

Acceptance
C.A.R.E Customer Service Philosophy

Presenter
Presentation Notes
The One Stop service philosophy of CARE has been one of the most unifying elements of this transition and has been adopted by other departments on campus.



Create a data-informed decision environment

PERFORMANCEMEASURES

Presenter
Presentation Notes
Another key consideration is ensuring you a data-informed decision-making environment.Data helps leadership be objective, evaluate performance and support or disprove speculationData is not everything! People are everything and data helps you understand how to help your people maximize their work product



Performance Measures
One Stop Traffic Data

Academic 
Year

Calls 
Presented

Avg. Wait 
Time Walk-ins Avg. Wait 

Time

2016/17 
(to date)

27,290 1:03 18,859* 2:42

2015/16 32,059 :48 13,089 2:34

2014/15 36,823 1:08 10,115 1:58

2013/14 36,318 :49 14,809 1:35

2012/13 30,821 1:22 20,601 2:57

*started tracking cashier/payment data this year

Presenter
Presentation Notes
HighlightsPrior to One Stop, there was not a system in place to track volumeWait time expectations for phone are less than 1 minute and less than 5 minutes for walk-insJust started tracking cashier/payment traffic in 2016/17Significant drop in front-facing traffic from 2012/13 - 13/14 was due to automation of class permission process



Performance Measures
Annual Student Satisfaction Survey

Academic Year GPA

2016/17 3.55

2015/16 3.59

2014/15 n/a

2013/14 3.52

2012/13 3.47

2011/2012 (pre-One Stop) 3.41

Presenter
Presentation Notes
Highlights:Though we have seen a slight uptick in student satisfaction, it has stalled out at a 3.5 GPAPer recent survey re: desired services, students are seeking better self-service options Technology restraints limit our ability to move more quickly



Performance Measures
Email Traffic

● 103,497 unique email conversations since the launch of 
One Stop in August 2012 
○ Responses logged within 24 hours

● 497,433 outgoing emails since February 2016
○ 57% average open rate
○ Personalized campaigns have a higher open rate

Presenter
Presentation Notes
Highlights:



Process Review
Give yourself time
● One year minimum for process integration
● Don’t underestimate the implications of merging 2 or more 

offices

IMPLEMENTATIONCONSIDERATIONS

Presenter
Presentation Notes
Before moving on to Maintaining a One Stop, the following are other things to consider TimeAPU One Stop was proposed and implemented all in about 1 year - not recommended but possible!Had to do it because that is when an adequate building was going to be available for useMerging servicesExtensive meetings w/ managers, tech support, academic departments, etc. went on for the first year



Technology, Technology, Technology
The chicken or the egg?

● Consider launching a virtual One Stop prior to a physical 
one

● Identify areas of technology self-sufficiency 

IMPLEMENTATIONCONSIDERATIONS

Presenter
Presentation Notes
We continue to struggle with a lack of sufficient, cohesive, self-service options for students and it has stalled our progress to some degree



Use The Resources You’ve Got
Consider all the angles

● Fit your philosophy into your facility, not the other way 
around

● Leverage your resources (and others’ resources)
● Consider a third-party change consultant

IMPLEMENTATIONCONSIDERATIONS

Presenter
Presentation Notes
In an ideal world, One Stop would have included other offices like Admissions, Housing, One Card, Student Success - but no facility was large enough to house us.Instead, we relocated all the services to one general areaA change consultant can help keep you focused. It is very easy to lose sight of the end goal when you start getting bogged down in the weeds.



Selling the Concept
● Have a champion for your cause

IMPLEMENTATIONCONSIDERATIONS

Presenter
Presentation Notes
Identify a high-level leader who will champion this type of initiativeThey must have influence at the president-cabinet level and be able to navigate partnerships with departments like facilities, technology, academics, etc.



At some point you just have to TRY



MAINTAININGA ONE STOP

1Communication 2Collaboration 3Customer Service

Presenter
Presentation Notes
Why these areas are important to address in the maintaining  One Stop)CommunicationCollaborationCustomer Service



MAINTAININGA ONE STOP

1Communication 2 3

Presenter
Presentation Notes
CommunicationBeing in an integrated environment is only half the battleIntentional communication between each service tier and support area must be built into every decisionRegulatory issues are of primary concern for the SFS area and communication must be clear with directives understoodDotted line connection with Director of FAConsistent meetings with FA data teams



MAINTAININGA ONE STOP

1 2Collaboration 3

Presenter
Presentation Notes
CollaborationCreate opportunities for support areas to not only work together, but play togetherWeekly One Stop manager meeting creates opportunity for Reg and Student Account areas to know what’s going on and speak into issues (like Title IV eligibility or graduation clearance holds) that cross over into each other’s territories



MAINTAININGA ONE STOP

1 2 3Customer Service

Presenter
Presentation Notes
Customer serviceService is the cornerstone of everything we doAll changes are considered with the customer experience in mindEfficient and streamlined communication and service with the customer is imperative - one of the few things that might still set us apart from our competition 



1Streamlining

THE FUTUREOF ONE STOP

2Self-Service 3Support

Presenter
Presentation Notes
The Future of One Stop (why these areas are important to address for the of One Stop)StreamlineSelf-service Support



1Streamlining

THE FUTUREOF ONE STOP

2 3

Presenter
Presentation Notes
The Future of One Stop (why these areas are important to address for the of One Stop)Streamline Must continue to run leanMust simplify processesAutomate forms Evaluate and eliminate unnecessary protocols  Technology!!zendeskformstackPS too big an endeavor



1
THE FUTUREOF ONE STOP

2Self-Service 3

Presenter
Presentation Notes
The Future of One Stop (why these areas are important to address for the of One Stop)Self-Service & a Good StoryGen Z customer is tech savvy, independent and can sense disingenuous intentions (B.S. meter)Over 60% of APU applicants for 2017/18 filled out application on their smart phoneThey are in it for the “experience”



1
THE FUTUREOF ONE STOP

2 3Support

Presenter
Presentation Notes
The Future of One Stop (why these areas are important to address for the of One Stop)SupportContinue to garner support internally and externally for initiativesHave a champion for significant changesCreate an office environment of mutual respect and supportInformation is power - help team members understand how important the other is to ensure the best service is provided by allStaving off silos w/in your own department



● Extensive training especially for Tier I Student Service 
Advisor positions

● Streamlining processes require support beyond One Stop 

CHALLENGES

Presenter
Presentation Notes
Tier I positions require vast knowledge of both registrar and student finance areas - both complex in their own rightStreamlining processes - getting buy in from other areas such as academic departments and other partner areas is a long process



● Improved partnerships
● Inspired other departments on campus to focus on efficiency 

and service 
● Identified emerging leaders
● Increased efficiency
● Improved student experience

BENEFITS

Presenter
Presentation Notes
Despite the challenges, we are viewed as a nucleus of information on campusDesire to spread our CARE philosophy beyond our walls - want every person who comes on campus to “feel” a certain wayPeople step up during times of change - watch who they are At the end of the day, our students and families are a little happier...





Angie Di Claudio
Sr. Director of One Stop
(626) 857-2438
adiclaudio@apu.edu

Naomi Spinella
Assistant Director of Student Accounts
(626) 815-6000 x3564
naomispinella@apu.edu

apu.edu/onestop
(888) 815-2020

CONTACT

mailto:adiclaudio@apu.edu
mailto:sfahey@apu.edu
http://www.apu.edu/onestop
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