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It comes as no news that today is a
time when chief student personnel ad:
ministrators (and their bosses) are be-
ing challenged to cut costs, improve
efficiency and  effectiveness, and yet
somehow continue—or even mcredse =
the humanization of institutional scl-
vices to students. '

Student financia! aid administration,
one such critical service typxcal[y super-
vised by the vice president for student
affairs, is rapidly reaching its limits
- under the traditional methods of indi-
vidual application processing and award
decision making.

- About a dozen student financial aid
officers in the country now seem to be
offering a partial solution in “computer
packaging” (wward decisions made hy
computer). They argue that their rela-
tionships” with students and parents
have become more personahzecl and
their work more professional and effi-
cient. One office has even managed to
“do more with less” by increasing
volume while operating without the
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replacement of a professional staff posi-
tion.

THE PROBLEMS

The modern era of 4 need-based sty-
dent aid progeam, wsheced in by the
NDEA of 1938 and expanded in 1965
by the Higher Education Act and 1972
by the Education ‘Amendments to in-
clude “packaging” of grant, work-study
and loan, has broken {or at leas
cracked) the financial barrier to higher
education. This democratization has
precipitated astronomical increases in

the volume of aid applications. Many

students of higher education project a
leveling off and perhaps decreases of
enrollments in the 19805, However,
the number and percentage of “neudy”
applicants is not seen as dunwdshing,
but rather increasing in the futare. With
continuced cmphasis  on  recrultment
of minority students, and more aid pro-
grams being administered on a need
basis (e.g. NCAA awards, Guaranteed
Loan Programs, and some state pro-
grams), an application analysis and
processing “crunch” appears likely if
indeed it is not already upon us.

But increases m nomber are only the
obvious concern, The inordinate con-
sumption of time also works  more
subtie havoc in aceas of progrum evalu-
ation, planning, rcsgarch staff morale,
professional development, cost reduc-



pops, and fmoest unportantly, in the pe
sonatiziation of the counseling function.

THE EVIDENCE
1. Time and Cost, Preliminary es-
timates from a study underway by two
of the authors suggest several rules of
thutab—however unrefined.

a. Au tnany institutions at least
one-third uf the student populativn will
apply for aid, o

b, Pach “clean” appiwation

(unidy Lisancial Statement or Parests
Confidential Siutc.—mcsit wichout unusual
circumstances ) cun be cacclully need-
analyzed, award made, and documented
o 10—15 minates, A complicated_ ap-

lication could take from ap hour to
half a day, depending upon the degree
of complexity.
¢ For every three decisions,
one witl probably luter require fevision.
As the suimiad wwnd Isoan “offer,”
and owing ro the Changagaate s
Fanaiiy fnancial circumstanges, wi! :
crsoare frcq\_!eutly requesicd to revise
the analysis before finul “acceptance”
I—):," dee student. _

d.  Analysis, packaging, and re-
view will usually involve the entite pro-
fessional stuff of the aid office. This is
not counting clerical and paraprofes-
sional assistance for file preparation,
screening, ;md Cortesponduce.

. Professional staft salaries ure

A RV

probubly 1 the CFan e

per month. .
Assuming these as illustrative guides

only, a simplistic analysis of a typical

university’s hnancial aid application

processing might proceed ws rollows.
GF e 13,000 students, 5,000 apply for
aid.  Averiging five applications per
hour each, the four professioni: stalf
will take 333 man/hours, or more than
two months full-time (allowing for re-
visions) to analyze this year’s applica-
tions, Supposing 1 $900/month average
salary, the schocl in the example is
paying $7,200 for processing chis year
alone
G Proya plpming s e vad daiion,
The Gften quote ! “Gresdg's Law of
Planning” sceos to operate just as
widely in fircial aids offices as other
o;:gar_lizati_ons. '
“Daily routine drives out planning,
Stated less eryptically, we predict that,
when an individual is faced with highly
programmed and highly unprogranuned
ks, the former tend to take prece-
dence over the latter even in the absence
of strong overall time pressure.”” (March
& Simon, p. 183):
au often in his legitirmate concern for
one student ac a time, the financial aid
officer neplects considering how  the
Lceumulation of daily, monthly, and
annual work is affeciiog the university
and the realization of institutional
goals and objectives (see North, 1963).
Consider how many studies done by the
office of institutional research (on tui-
tion hikes, minority recruitment, out-of-
state admission, etc.) could be made
more nmu;'lingful whea incorporating
or supplemented by reposts, trends, atich
prajections ol the student aud program.
USOL panelists who review mnstitu-
tonal requests for federal fuading
often decry the apparent lack of an



instirution’s knowledge of wd compli-
ance with the intent of federal legista-
tion. Without the capability to “ten-
. tatively spend” (simulated award an-
nouncements on _thc computer) before
award letters are mailed, it is difficalt
to assess the impact of this year's deci-
sions unti! annual reports are compiled
12-15 months later. This is especially
unfortunate when supplemental appro-
riations become available to institutions
which can justify the negative impact
of the current low funding level. A
specializcd management information
system would seem to have a place. The
financial aid operation (if considered
only in its mechanical, - rather than
human, aspects) is essentially a prob-

lem of matching applicants with avail-

able funds, while retaining human
judgement in consistently made deck-
sions. An evaluation of the aid pro-
~gram ought to speak to the account-
ability issue via a high degree of con-
- fidesce in the consistency level,

3. Staff Morale and Deyelopment,
Perhaps not as subtle as implied above,
the feeling an aid officier has about the
nature of the job permeates his per-
formance. Alienation and loss of iden-
tity are not the exclusive ills of stu-
dents. Under the burdensome work-
load requiring far too many evenings
and weekends, there is little or no time
for development of self, educating col-
legues as to changes in legislation, im-
pact of programs, etc.

One need not wonder, therefore, why
jobs in financial aid administration have
been ‘'stepping stone” positions for

“bright young men and women” “Ira.
ditionally, very few view the held as
holding any long fange cawcer poten.
rizlities, let alone consider refurning to
the financial aid field once the doc
torate is earned. ' -
The inescapable consequences of
such over-sttessed manual systems are
hurried  decisions, many crrors, bad
public relations with parents, brief
longevity of aid officers, and poor set-
vice to students. '
4. Humanization of Seriive. [uis
indeed ironic that the impersonalization
of present “hand-packaging” approach
would lead to the computer which is
typicatly conceived of as the exponent
of inhumanity. Testimonials in the
literatute atiest to  “personalization
through computerization” (see espe-
cially Menke and Yehle, 1963; Brown,
Janes, and Overman, 1967). These
authors speak for the expediting of
human judgement, not the replacement
of it. When the computer 43 hdjping,
no student is overlooked and atteption
is assured all who seek 1. To be cer-
tain, each case with special or unusual
circumstances  (rarcly exceeding 5+
10%) should be reviewed by profes-
sional staff members. When the other

90-95% are being automatically con:

sidesed within the pre-established office
guidelines, fund limitations, award
qualifications, and priorities, ope i
pleased and conhident in individualizing
analysis and the wvery eritical revision
requests.

‘Most wd officers, usually trained in
counseling, psychology, social-psychol-



ogy o wiler bebnviveil di}:csplinc:s;, care
shone their stadents and want to Ll
tiate or expand the persoinal aspects of
oilice service, More attention to stu-
dent group financial plaiiaiig sessions
(espccia!ly with students unfamiliar
with handling lirpe sums of money),
talks to Ligl school and parent groups,
outside fund raising to provide alterna-
tives to “denicd” applicants, as well as
a larger individual counseling clientele,
could resuft from inoreased time suv-
ings. The need for these Linds af o
vices is cerbain to increase as the socicty
described by Tolile: cmerges.

THE SOLUTIONS

The alternatives do not appear to be
numerous. As the numbers of appli-
cants tise, methods of providing fiscally
sound, efficient and yet personal ser-
vice might inzlude (1) increased pro-
fessional staff, (2) increased and/or
. more of paraprofes-
slonda, () compuer p:’wl::zgin i PTSTRE
“management by exception” approach
i wincl those sitnations that require
special atteution are routinely generated
and identified.

It is clear in a time of budget cuis,
“waste” climination, und “negative pri-
orities,” that alternative number one
holds little hope. Alternative two 0 a
lesser extent, but for the same rew
sons—as well as pressures of cusrent
“work Toads—looks unlikely, however
Jesivalle, As educationally mod phulo-
sophically sound as is the evidence dis-
cussed above (program evaluation and
planning, staff morale and develop-

extensive s

meat, and humanization of seevices) it
will bu actlon precipitated by furcher
sty of couts wid time efficiencics that
points the way to computerizatios of
student financial aid decision-making.

Tven taking into account the costs of
a part-timé sysluns analyst (on or off
campus) and/or a programmer, Com-
puter time, and different clerical sup-
plics, the conversion to computer nack-
aging may pay for iself in the Lrst year
of operativu, bt surely after the sec
ot yeur. The feasabiiy, s sirongly
sgested for anstitutions withy mosg
d.n 3000 applicants and one wathor
(Orwig, p. 14) would stiil siy “yes”
for as few as 500.

Surf
b

The speed and accusacy of “com-
puter packaging,” while expected, Is
still amazing. ‘The University of Colo-
rado repusted 2,500 packages decided
in 15 minutes (Brown, Janes and Over-
man p. iv) and in the spring of 1971
fllinols State Uwmiversity processed 4,000
applicatings, paciged 2,100 awurds,
and produced award letters ready for
mailing in 16 minuvtes. In the spring
¢f 1972, 18U processcd €,000 applica-
tions, packaged 1,900 awards, and pre-
pared the appropriate. correspondence
it 13 mipntes, This final ran was alcer
seven ‘“simulztions” with the profile
of recipients, compliance with desired
federal and institutional distzibations,
and assurance »f expenditures withua
funding [Lnitations.
~ Hopefully these tisughts wi'l create
s rerwed interest in tie possibility of
computerization and student data sys-
tems in fnancial atd administration.



Humuaization, both for students and
staff, shoild be seen as the greatest ad-
vantage rather than a point fof scepti-
cism. ‘The possibility of cost reduction,
inter-institutional c‘oo;af“’rfztion and rc-
séatch and developinént ake inviting in-
deed. “"Computer. packaging” at ledst
watrants futther study.
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