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ABSTRACT

ABSTRACT

MANAGEMENT OF STUDENT ADMISSION PROCESS AT THE UNIVERSITY
OF NORTH-WEST - A CASE STUDY

In this study, the management of student admission and registration process at the
University of North-West (UNW) was evaluated. The purpose of the study was to
determine empirically the challenges facing admission management and the perceptions

of students and staff on the admission process.

A thorough literature study of management processes was done and a survey method was
used to gather data. The subjects of the study were 57 students and 15 admission staff
members (manager academic services, admissions officer, administration officers, senior
administration officers, faculty secretaries, examination officer, accounts and finance
personnel). The empirical investigation conducted has shown that students, the very
customers of collegiate education, regard staff attitude as one of the important attributes
that reflects on good management and that in their view admission staff at UNW is

lacking in terms of their on-the job attitude.

The findings also revealed that admission staff, on the other hand, finds their attitude to
be normal and acceptable. It is for this reason that management faces a challenge of
having to come up with a solution that will best address the matter to restore good
student-staff relations on campus. As a possible solution to this problem, a staff induction
course on customer relations management (CRM) was recommended for all staff
involved with student affairs and admissions. This would help clear misunderstandings
between students and staff, thus creating an environment of mutual respect and trust. It

would, further, go a long way in attracting more students to this university once the basics

are in place,
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Furthermore, the study revealed a number of issues including online services, student

orientation and planning, that need to be addressed to improve the quality of the
admission process at UNW. In this regard, the study recommends management to
consider utilizing online services to offset long queues and fatigue, to fully engage the
counseling centre, faculty officers, deans and departmental heads in the career guidance

programme and to foster cooperation and coordination across all operational divisions.
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1 ORIENTATION

1.1 INTRODUCTION

Colleges and universities are coniplex organisations managed by a board of trustees, a
vice chancellor and other administrators. They have an organizational structure that
encompasses a number of academic and nonacademic departments grouped into four
general areas: academic affairs, student affairs, advancement or development, and
financial affairs (Tellefsen, 1990:1). Each of these areas contributes to the overall mission
and vision of the institution. In order to have an effective organisational structure, the
structure will have to be clearly defined, understood, and accepted by all stakeholders and
constituencies and managed by knowledgeable, and competent personnel (Tellefsen,

1990:1).

To successfully manage an academic organisation, there is need for interactive decision
making and cooperation across operational divisions. Such coordination and cooperation
are essential in terms of the setting of clear and thoughtful institutional and educational
goals, effective strategic planning, efficient use of human, financial and technological
resources (Tellefsen, 1990:2). Failure to communicate and collaborate across operational
divisions could result in inefficiency and ineffectiveness within various structures of the
organisation. Lack of efficiency and effectiveness at operational divisions will, in tumn,

offset the goals and objectives of the institution,

Of particular interest is the student admission and registration process at institutions of
higher learning, especially in South Africa at the time when the country is actively
undergoing transformation. South African institutions of higher learning find themselves
faced with the challenge of having to compete at a global level. Moreover, the South
African educational funding framework, based on planned student enrolments, has placed
more pressure on educational institutions in terms of their financial sustainability.
Competition for students among institutions of higher learning as a necessary condition

for sustainability has become a market force that may offset good management practices
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in the interest of more student enrolments. Under the prevailing realities of do or die, it is
very tempting that a commitment to excellence may be compromised. In the end, all that
will essentially remain will be a motto and mission statement on paper, which lack
meaning. The irony of it all lies in the fact that competitiveness requires excellence in
service delivery at all levels of the organisational structure. It is for this reason that
services and products rendered should be continually evaluated against national and
world-class standards so that necessary steps can be taken to bring about improvements

on an ongoing basis to ensure competitiveness.

In this study, focus was be on the evaluation of the management of student admission and
registration processes at the University of North-West (UNW) with a view to identifying
some of the impediments to efficiency and effectiveness. Due to their highly interlinked
nature, the admission and the registration functions are treated in this study as an

integrated operation.
1.2 THE PROBLEM
1.2.1 Background of the problem

One of the observations regarding student admission and registration at the University of
North-West is the issue of prolonged admission and registration of students, which often
extends beyond mid-term. Although in principle deadlines are set for late admission and
registration of students, in practice the admission and registration process continues
almost indefinitely with the result that new students continue to join lectures even after
mid-term. Whether this awkward arrangement is properly communicated to other affected
operational divisions or not, for example, the academic faculties, remains yet to be
answered; and it still is uncertain if the academic welfare of the student, a customer of
collegiate education (Aliff, 1998:1), is taken into consideration when such sporadic

responses are executed.
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Most students registering late during the semester would report timetable conflicts and it
is not uncommon to find amongst those registering late, students with poorly designed
study programmes. Obviously such students, particularly those who are new at university,
would not have received orientation or some kind of academic counselling, prior to
attending lectures, which is necessary for the proper adjustment of new students. The
implications of the current admission-management practice on student performance,
proper planning of academic programmes, institutional image and its commitment to
excellence may be far reaching. Furthermore, in the light of the problem at hand, it is
uncertain if there exists a healthy line of communication and cooperation across
-operational divisions, which should be the hallmark of the Total Quality Management as
enshrined in the mission statement of the university (UNW Strategic Plan;

www.uniwest ac.za/strategic_plan.htm)

In view of the scenario presented, it suffices to say that this study was guided by the

following questions:

O Is there proper planning that guides the management of student admission and

registration process at the University of North-West, or does the management rely

. on the whims of key individuals and/or sporadic responses to unpredictable
external events?

O Is there an interactive decision-making and cooperation with other operational

divisions e.g academic division, student academic advisory?

Q

Are the policies and procedures implemented as planned?
0 What are the implications of the current management culture on the achievement

of institutional goals and customer satisfaction?
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1.2.2 Statement of the problem

In this study the management of the student admission and registration process at the

University of North West will be evaluated. In particular, focus will on the planning and
implementation aspects of the admission and registration process with the aim of
establishing whether the current management practice is aligned with the vision, mission

and goals of the institution.

1.3 AIM OF STUDY

The study sought to achieve the following purposes:

O To determine from literature the nature and scope of the management of student

admission and registration process;

QO

To determine empirically the challenges facing management;
O To determine empirically the perceptions of students and staff on the admission
process.
The following hypothesis was investigated:
“There is a significant difference in the perceptions of students and admissions staff
regarding the quality of admission process and management at UNW”
1.4 METHOD OF RESEARCH
1.4.1 Literature study

A comprehensive literature study focusing on the following issues was made:

0O Student recruiting, admission and registration;
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0 Models and theories of management in higher education;

O Enrolment management at some selected colleges and universities.
14.2 Empirical investigation
1.4.2.]1 Interviews

A semi-structured interview was conducted with the manager of academic services. The
aim of the interview was to get more information on admission policies, procedures and

admission management strategies currently in place.
1.4.2.2 Questionnaire

Two questionnaires were developed and pretested. The first questionnaire was
administered to admissions staff and was intended to capture information on admission,
the attitude of staff, the admission process and planning. The second questionnaire was
administered to students and was intended to capture their perceptions on the attitude of

admission staff, the admission process and planning,
1.4.2.3 Sampling

Students and admissions personnel were sampled as prospective respondents to a set of
questions that was be put to them. In this particular instance, stratified random sampling
was preferred since students and admissions personnel (managers, admissions officers,

faculty officers, secretaries) formed different strata.

1.5 DATA ANALYSIS

Most of the data collected was quantitative in nature and thus computer aided statistical

analysis was used. The results were presented in Tables in the form of frequencies,

percentages, means and standard deviations.



ORIENTATION-CHAPTER 1

1.6 DEFINITION OF CONCEPTS

A student refers to one who is enrolled for study at a school, college or University.
Admission refers to being selected for a particular study programme.

Registration refers to the process of enrollment as a student at an educational institution.
An efficient system or institution is one, which works well, without unnecessary
duplication or waste, and within the bounds of affordability and sustainability.

An effective system or institution is one that‘functions in such a way that it leads to
desired outcomes or achieves desired objectives.

Quality process is one in which all the steps within the organisation’s functions from the
beginning to the end work effectively towards the desired goals, with each step adding

value.

1.7 CHAPTER HEADINGS

1. Orientation

2. Nature and scope of student admission process
3 Research methodology

4. Data analysis and interpretation

5. Summary, recommendations and conclusions

1.8 SUMMARY

In this introductory chapter, a brief orientation to the study is provided, outlining the
problem investigated and the aims of the study. The major focus of the study was to

determine empirically the challenges facing management and the perceptions of students

and staff on the admission process.
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2 NATURE AND SCOPE OF ADMISSION MANAGEMENT
2.1 INTRODUCTION

Public universities continue to experience significant change precipitated by a number of
internal and external factors, among them constant turnover in administration, state and
provincial government regulations and the general public’s perception of higher education
value to society (Penn, 1999). Student admission managers occupy a unique position to
influence change, and the decisions taken at this level are important enough to catch the
attention of the vice chancellor and the governing boards. Penn further argues that as an
advisor to the vice chancellor and the governing boards, the admissions manager must have
excellent communication skills and extensive knowledge of policies and practices influencing
the enrollment of students. The development, maintenance, and continuing enhancement of a
conceptual framework for enrolment management and attention to external constituencies
affecting enrolment are essential if the admissions manager is to assist with positive

institutional change.

The crucial nature of proper management of student admission process cannot be over
emphasised. Declining student enrolments is one of the reasons for financial problems at
colleges and universities. Hence, Penn believes student admission management, or enrolment
management as it is popularly known amongst most authors, is an important factor in assisting

institutions to attain stated goals and to remain financially viable.

This chapter presents literature that was reviewed for this study. The aim of the review is to
define the concept of student admission management and to study some of the models and
theories related to admission management in order to set the theoretical foundation pertaining

to the history of admission management and the challenges facing those in management.
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2.2 DEFINING THE CONCEPT “ADMISSION MANAGEMENT”
The management of student admission process is known amongst some authors as “enrolment
management”. Since the use of the term “admission” is common amongst South African

universities, the two terms will be used interchangeably in this study.

Mabry (1987) defines admission management as the process of defining admission goals and
establishing procedures to achieve these goalsy, thereby providing an institution with the
mechanisms to control its size, shape and character. Kemerer (1985) points out that enrolment
management is a holistic approach, which consists of a number of interdependent activities.
These activities include clarification of institutional mission, long-range planning, academic
programme development, marketing and recruitment, retention, and career planning and
placement. The responsibility for enrolment management begins with the institution’s vice
chancellor and extends throughout the institution, with the involvement of faculty being of
critical importance. Deans and heads of academic units (HOD’s) also have a significant role in
enrolment management. In addition to encouraging central office administrators and others to
clarify the mission of the institution, Deans and HOD’s can work with the faculty in re-

examining the mission, function and vitality of their own academic units.

Hossler et al, {(1990:5) describe enrolment management as an organisational concept and
systematic set of activities whose purpose is to exert influence over student enrolments.

According to Dixon (1995:7) enrolment management has four primary goals:

O To define the institution’s nature and characteristics and to market the institution

appropriately;

o

To incorporate all relevant campus constituencies into marketing plans and activities;

0O To make strategic decisions about the role and amount of financial aid for students and
the institution; and

Q To make appropriate commitments to human, fiscal and technical resources to

enrolmient management.
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Expanded and refined definitions of enrolment management have evolved over the past ten
years (Penn, 1999). Bryant and Crockett (1993) as well as Krotsen (1993) state that
computerised databases for recruitment and application, and telecounselling have provided
tools enabling more efficient management of huge amounts of student data. Enrolment
management programmes may vary widely in the way the concept is practiced, but the basic
need to manage college enrolment from the point of initial contact through graduation has

become increasingly apparent (Penn, 1999).
In this study admission management shall refer to the process of.

O Defining admission goals and establishing policies and procedures to achieve these
goals;

O Planning how admission process must take place and what resources are needed;

0 Developing a strategic plan that link financial, physical and human resources to desired
educational outcomes;

0O Implementing the process and constantly monitoring progress to ensure that goals and

objectives are being met.
2.3 RECRUITING, ADMISSIONS AND REGISTRATION
2.3.1 Recruiting and admissions

At some universities, recruitment and admission of students are administered by separate
organisational units. However, operations are more efficient and effective, particularly at
smaller institutions, when these activities are combined into an integrated operation
administered by the same director or manager (Tellefsen, 1990:267). An admissions
committee should assist the director in formulating admission policies and procedures and in
making admisston decisions for marginal applicants, The admissions committee should also be
involved in reviewing and evaluating the operation of the recruiting and admissions office.
Tellefsen (1990:267) believes that the essential standards of good management applicable to

the conduct of recruiting and admissions activities should include the following;
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O “The director of recruiting and admissions should be responsible for the development
and implementation of a recruiting plan designed to ensure that proper number of
applicants from each category of students is recruited and admitted to achieve the
institution’s enrolment goafs in both overall numbers and student mix. The number of
new students required to meet the institution’s enrollment goals is defined in its multi-
year plan, as are the mixes of students required to do so. These mixes include the upper
and lower-division students, male and female, married and single, residential and
nonresidential, local and foreign students, racial mix and the like. What also need to be
defined is the number of foreign students to be admitted to various academic
programmes and the number that is capable of paying their fees without need for
financial aid. It is important to adhere to these standards since failure to do so could
result in financial problems. Every effort must be made to achieve recruiting goals in
order to achieve academic balance, full dormitories, sufficient financial aid funding to
minimize unanticipitated costs, the ability to collect assessed charges, and the
availability of revenues for planned expenditures. The procedures to be followed in
recruiting and admissions should include a regular system of follow-up communication
with each applicant, before and after admission, to reinforce the student’s ultimate
decision to graduate”, )

O Recruiters should be familiar with the institution’s financial aid plan, policies,
application for financial aid and award requirements. They should be provided
with financial aid material and forms and should be able to discus with potential
applicants the amount of aid to which they may be entitled.

0O Recruiters should be familiar with the institution’s planned academic programmes to
avoid recruiting students whose career objectives cannot be met.

O The director of recruitment and admissions should be responsible for maintaining
records that identify which recruiting activities have been successful and productive
and which not. This information should be in the development of future recruiting
plans. Activities that have not been successful should be abandoned and modified.

O The director of recruiting and admissions should be responsible for specifying how

much can be spent on recruitment advertising, the message to be communicated and
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the target locations. The director of public relations on the other hand should be
responsible for the execution of the agreed-on advertising programme.

The director of recruiting and admissions should be responsible for supplying the
registrar with lists of names of applicants who have been admitted and their high
school or college transcripts, their admission applications and their test scores. No
student should be allowed to graduate who has not been admitted by the admissions
office. Students’ personal data to be maintained in the registrar’s records should be
derived from information provided by the applicants on the application for admission
form. Where the admissions office records and the registrar’s records are both
maintained in the computer, the files should be linked. This linkage permits the
automatic updating of the registrar’s files with data on applicants who have been
accepted for admission.

The admissions office should be responsible for notifying the director of financial aid
the names and addresses of applicants for admission who have requested financial aid.
The admissions office is also responsible for ensuring that all administration
documents required to establish eligibility for financial aid awards are obtained and
retained on file.

The admissions office should be responsible for notifying the director of housing of the
number of applicants, both those already admitted and those in the process of being
admitted, who have indicated on their applications a desire to live on campus.

The admissions office should assist the director of health services in obtaining
certification and scheduling physical examinations for students.

The registrar should determine the applicability of transfer credits to general education
requirements in accordance with established policies. The acceptability of transfer
credits in the student’s major should be determined by the appropriate faculty in
accordance with established policies. The number of credits granted for externally
acquired experiential learning should be determined by the chief academic officer
based on recommendations from appropriate faculty members. The director of
recruiting and admissions should notify the applicant promptly regarding the number

and nature of transfer or experiential learning credits that have been accepted for
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transfer and the remaining course requirements the student will have to meet in order
to obtain a degree.

The policies and procedures adopted for recruiting and admissions should include
special policies and procedures applicable to the admission of foreign students,
nondegree and other special programmes.

Unless adequate on-campus expertise exists, the evaluation of the credentials of
foreign applicants should be referred to the professional organizations that are
qualified to provide such services.

Payments received by the admissions office for application fees and tuition or room
deposits should be transmitted to the business office regularly, together with the data
necessary for that office to properly record such payments.

At least once every three years, the director of recruiting and admissions should
conduct a study to evaluate the correlation of admissions standards with the students’

satisfactory academic performance.

Registration

The function of registration is performed by the Registrar, and among the most important in

colleges and universities. Tellefsen (1990:267) outlines the essential standards of good

management considered appropriate to the registrar’s function in accordance with the

integrated systems approach. Below are some of the standards which are applicable to South

African institutions:

O The registrar should be responsible for developing an operating calendar that identifies

the dates on which activities related to registering students or recording the results of
academic operations will take place. The registrar’s operating calendar must be related
to the institution’s academic calendar,

The registrar should be responsible for developing the plan and procedures to be
followed in conducting registration. In formulating the registration plan and
procedures, he/she should obtain input from students, academic counsellors,

instructional department heads, the directors of financial aid, housing, health services,
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and recruiting and admission and the chief fiscal officer. The plan and procedures
should permit students to complete their registration as quickly as possible while
repeating as few steps as possible;

The registrar should formulate procedures covering schedule revision, that is, addition
or dropping of courses, after registration,

When the student deregisters, the registrar should ensure that the student has obtained
required clearances, namely, from the library, the housing department, the academic
adviser, the student affairs officer and the chief fiscal officer,

Following each registration period, and prior to the preparation of enrolment reports,
the registrar should make sure that the admissions office, financial aid office, and the
students’ accounts office have appropriate information about registered students and
should arrange for the correction of any discrepancies among their records;,

The academic record maintained for each student should present sufficient personal
data to identify the student and should be a complete and accurate record of all transfer
or experiential learning credits, credits granted by departments, and credits earned at
the institution. Transcripts submitted by students applying for transfer admission
should be evaluated by the registrar for acceptability within established policy for
general education credits. The acceptability of transfer credits for the specific
requirements of the student’s major should be obtained by the registrar from the
appropriate faculty,;

Procedures to be followed in updating a student’s academic record, correcting errors in
grades or personal data, recording completion of a course, and recording dates of
withdrawal, graduation dates, and degrees awarded should be documented,;

The registrar is responsible for ensuring that students’ records are save from theft,
vandalism, tampering, and other catastrophes;

Transcript procedures should be developed by the registrar and documented. These
procedures should be designed to ensure that transcripts are issued only upon the
written request of the student concerned; that payment for such transcripts, if a fee is

assessed, is received and that no transcripts are issued to students who have arrears on

their records;
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0O The registrar should maintain a system of recording encumbrances of academic records
based on institutional regulations. This system should provide for the recording of
financial encumbrances that prevent students from enrolling for another session,
receiving an official transcript of their academic records, or receiving their degrees or
diplomas. It should provide for the recording of disciplinary encumbrances that prevent
a student from registering for one or more sessions or from ever returning as a student.
It should also provide for the recording of academic encumbrances that prevent a

student from registering again unless the student is readmitted;

O Every procedure involved in registration and the maintenance of academic records should
be reviewed periodically. The purpose of such review is to identify changes that would
increase accuracy or efficiency, reduce costs, enhance student relationships, or provide

lead time for revising form and for planning, developing and testing new procedures;

24 MODELS AND THEORIES OF MANAGEMENT IN HIGHER
EDUCATION

Over the past few decades managers in higher education have been grappling with major
challenges threatening the stability and the survival of their institutions. Amongst. those
challenges are: rising operating and capital costs, increasing legal confrontations, declining
student enrolments, shif