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Automation

Automation is  the  application of technology, 
programs, robotics  or processes to achieve  
outcomes with minimal human input.

https://www.ibm.com/think/topics/automation
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Collaboration
working together via a process of iteration and feedback
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Cooperation vs Collaboration

Cooperation Collaboration
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A "Multi" Environment

• Laws, regulations, and policies
• Institution- and state-specific
• Academia- and business-orientation
• Various Information systems
• Multi-unit organization
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Core Elements

Data

Business 
Processes

Information 
SystemsContext of your institution
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Data
Discrete values needed to complete the task

• Prospective and Enrolled Student Data
• Location (expected and current)
• Academic program
• Name
• ID number
• Email address

• Licensure Program
• Name
• System ID#
• Website URL
• Contact name

• State Determination Data (i.e., Meets/Does Not Meet Requirements)
• State Licensing Board website URLs
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Business Process 

Collection of activities that create a product or a service of value 
to the organization, its business partners, and/or its customers. It 
processes inputs into outputs.



Capturing Location Successfully and Unsuccessfully
Using Student Semester Check-In Process

Student Check-In 
Enabled

Student 
registers before 
check-in form is 

enabled

Student completes check-in in 
order to see schedule [LOCATION 
IS CAPTURED]

Does student 
need to see 
schedule?

NO

YES

Student might or 
might not complete 
check-in form.

Student does 
NOT register 

before check-in 
form is enabled

Student tries to 
complete check-
in, but cannot 
because they 
haven’t 
registered

Student does not try to 
complete check-in again.

Does student 
need to see 
schedule?

Student 
completes 
check-in form 
[LOCATION IS 
CAPTURED]

YES

NO

Student 
registers

 before form
 is disabled

Does student 
click on link 
before it’s 
disabled?

YES

NO

Student cannot 
complete 
check-in form

Student registers 
AFTER form is 

disabled

Timeline
Previous 

semesters
Beginning of 

Semester
Mid-

Semester

Student Check-In 
Disabled

Business Process
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What  is an Information System?

Designed to collect data and produce useful 
information for decision making purposes.

Hardware Software Data Procedures People
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Information Systems
and requirements analysis

• Systems
• Student Information System (SIS)

• PeopleSoft, Banner, etc.
• Application System

• Common App, ApplyWeb, SOPHAS, etc.
• Document Management System

• OnBase, Sharepoint
• Institution’s Website Tools

• Cascade (centrally managed with distributed access)

• Requirements Analysis
• What must the system do to support the business process?
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Institutional Context
Example: JMU

• General
• Public R2 Doctoral Institution
• 22K students
• 7 Colleges
• Licensure Programs:

• 28 non-Teacher Ed programs (54 with teacher ed)
• Undergrad, Adult Degree and Grad licensure programs

• Most online programs are graduate
• Multiple IS systems across multiple areas
• New president starts July 1
• Interim Provost
• Re-engineering Madison project 

• Complete replacement of information systems over 8-10 years (in year 3)
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Institutional Context (cont.)
Example: JMU

• My knowledge, skills, role, place
• State Authorization Regulation and Policy
• Public and Direct/Individualized Disclosure Process
• Experience overseeing enterprise system acquisition and management 
• Access to/ability to create/update State Authorization website content
• Process-orientation
• Long-term employee/years of building working relationships across University
• Office of one

• Need from others
• Access to & working knowledge of specific systems
• Authority to make decisions involving specific processes and systems
• Database and system development skills
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Purpose of Presentation

• Demonstrate automation-enhanced direct disclosure 
process and share development steps



Compliance 
Officer (CO) 
Selects and 
Downloads 

Records (CSV File)

Flowchart: Manual Direct Disclosure Process for 
Prospective Graduate Students of Licensure Programs 
(Prior to 7/1/25)

Prospective Student 
Completes Program 
Application through 

ApplyWeb 
(CollegeNET)

Program faculty 
review applications

Is 
applicant 
accepted?

No

Yes

Program 
notifies 

applicant

Application 
moved to 

Admit

Admit 
Notifies 

Compliance 
Officer with 

Email

CO identifies 
students with 
OOS location

No

CO records results in Direct 
Disclosure Record (Internal 

Spreadsheet)

CO prepares 
disclosure from 

template

CO sends 
disclosures to 
AUH/Designee

AUH/Designee sends 
email and attached 

disclosure to prospective 
student and cc’s CO

CO records 
results in Direct 

Disclosure 
Record

Yes

CO records 
delivery date in 

Direct Disclosure 
Record

CO refers to 
disclosure table to 
determine status 

of program in 
students’ states

CO sorts data 
by Program, 

Location, Last 
Name/Converts 

Data

Is direct 
disclosure 
required?

Copy of Application 
uploaded to SIS for 

official record and to 
create SIS number

My manual work



Marks 
“Disclosure 

Sent” in 
Admit

Uploads 
file to 
DDS

Reviews 
List

Applies to 
CollegeNet

TGS
Recruitment/
Admissions

Applicant 
to Licensure Program

Compliance Officer/
CO (Sarah)

Sends auto 
notification 
to CO and 

Others

CollegeNet 
(ApplyWeb/Admit)

Downloads 
applicant 
data from 

Admit

Program/SPCE 
Coordinator

Direct 
Disclosure 

System

Determines 
if disclosure 

and 
attestation 

are required

N
Sends email 
with link of 
disclosure – 
attestation 

form to 
program 

coordinator

Y

DDS generates list of 
“attestation required,” 
disclosure, attestation, 

and email

Program 
coordinator 

forwards email to 
applicant / talks 
with applicant

Sends auto 
notifications 
to TGS and 

Others

Completes 
and submits 
Attestation

Reviews record.
Marks 

“Disclosure 
Accepted” or 

“Not Accepted” 
in Admit / 

Sends PDF of 
completed form 

to TGS

Sends auto 
notifications 
to TGS and 

Others

Accepts 
Applicant to 

Program

Accepts/Sends 
Acceptance Letter 

to Cleared Applicant

Sends auto 
notification to CO 

and Others

Sends auto notification 
to  TGS and Others to 
wait on acceptance

DDS creates record 
of attestation 

submitted

Rejects or 
Matriculates 
Applicant/ 

Uploads PDF 
to OnBase

Direct Disclosure & Attestation Process for Graduate Licensure Programs

Marks “Y” to 
“Attestation 

Required?” in 
Admit

Marks “N” to 
“Attestation 

Required?” in Admit

Disclosure
Required?

Reads 
Disclosure & 
Attestation

Accepts/ 
Sends 

conditional 
acceptance 

letter to 
applicant. 
Includes 
reminder 

re 
Attestation



April 27-30     St. Louis, MO2025 NASASPS Annual Conference April 27-30     St. Louis, MO2025 NASASPS Annual Conference

Purpose of Presentation

• Demonstrate automation-enhanced direct disclosure 
process and share development steps

• Tools to lead and manage the collaborative 
development  process. 

• Guiding Questions
• The Data List worksheet
• Collaborators Diagram template
• Process Diagram template
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SAN Survey on Professional Licensure Compliance
Relevant Results 
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Q23: In general, how would you describe the level of automation built into your institution’s direct disclosure process? Please use 
the following definitions of fully manual and fully automated to answer this question:

Fully Manual processes require individuals to manually download and upload data, determine licensure eligibility based on a 
student’s location, create individual direct disclosure notifications, and notify relevant departments on a case-by-case basis. Fully 
Automated processes, once set up, handle direct disclosures with minimal, if any, manual tasks required.

Answered: 182   Skipped: 46

43.4%

28.57%

24.18%
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Our Story: 
How did we end up with an automation-enhanced process? 
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The lead-up…..
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Educate Stakeholders
• Provost
• College Deans
• College Associate Deans
• Licensure Program Coordinators
• Office of Registrar
• Office of Institutional Research
• IT Department
• Others

Sarah’s First Unattractive But 
Functional Diagram
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Process for Licensure Requirements Research

Determine priority of 
programs to be researched

Hire and train 
researchers

Assign 
programs to 
researchers

Coach and 
review work

Use template to create files 
to record requirements

Send research to program 
coordinator for review and 
determination in which states 
program meets requirements 

Discuss program and 
process with 
program coordinator

Update public 
disclosure table

Identify 
licensure 
programs

Start Here



Licensure Programs Master List (spreadsheet zero)

Data Source: Departments and Central Offices



Licensure Requirements by State
One for each program
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Determination



Public 
Disclosure 
Webpage
Required IT to build 
table and enable me 
to update content by 
uploading Excel file.
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Enrolled Student Location
Student Semester Check-In Form



Direct Disclosure Process 
for Enrolled Students

Licensure Requirements Research Process

Sort query results by program 
and identify students located 

outside of Virginia

Refer to Public Disclosure Table 
to determine if program meets 
requirements in student’s state

If warranted, create and send 
appropriate direct disclosure 

Run query, “Student location by term”
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Direct Disclosure Process for 
Prospective Students 
(of licensure programs)
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Where is prospective student data?

• The Graduate School
• School of Professional and Continuing Education
• Undergraduate programs
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Key Decision

• Focus on online and hybrid graduate programs first 
• Most vulnerable to ineligibility
• Limit complexity in development phase
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Questions
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Document Flow Diagram
created by TGS Doc Manager

• Check for 
understanding

• Explain TGS document 
flow to me

• Identify pinch points



Download Admit File
Compliance Officer 

Downloads Admit File 
(CSV File)

Admit Sends Email to 
Compliance Officer with 

alert that Prospective 
Student to Licensure 

Program has been accepted

Admit System (TGS)

Auto-generated 
email alert

36



Sort Data

Manually Sort Data 
by Program, 

Location, Last Name



Identify Prospective Students 
with OOS Location

CO identifies all 
with OOS location



Refer to the Public Disclosure Data File to 
Determine if Disclosure is Required

*Public Disclosure Data File manually developed; reviewed annually for accuracy

Is direct 
disclosure 
required?

CO refers to Public Disclosure Data 
File* to determine status of program 

in students’ states

39



Enter Required Data into Customized Disclosure

Enter URL for Program’s Website

NOTE: Disclosure form currently completed manually, 
but moving toward using mail merge 

40
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Lots of Spreadsheets
Lots of Templates
Lots of Manual Work





Initial Efficiency Efforts: 
Excel Formulas - Convert, Compare & Determine
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Manual Process

• Slow
• Too complicated and fragile
• Error-prone
• Problematic for the “Lottery Plan”
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System Automation



Compliance 
Officer (CO) 
Selects and 
Downloads 

Records (CSV File)

Flowchart: Manual Direct Disclosure Process for 
Prospective Graduate Students of Licensure Programs 
(Prior to 7/1/25)

Prospective Student 
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Application through 

ApplyWeb 
(CollegeNET)

Program faculty 
review applications

Is 
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accepted?

No

Yes

Program 
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Application 
moved to 
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Admit 
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Email

CO identifies 
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OOS location

No

CO records results in Direct 
Disclosure Record (Internal 

Spreadsheet)

CO prepares 
disclosure from 

template

CO sends 
disclosures to 
AUH/Designee

AUH/Designee sends 
email and attached 

disclosure to prospective 
student and cc’s CO

CO records 
results in Direct 

Disclosure 
Record

Yes

CO records 
delivery date in 

Direct Disclosure 
Record

CO refers to 
disclosure table to 
determine status 

of program in 
students’ states

CO sorts data 
by Program, 

Location, Last 
Name/Converts 

Data

Is direct 
disclosure 
required?

Copy of Application 
uploaded to SIS for 

official record and to 
create SIS number

My manual work



Submitted a 
Tech Solution 
Request (TSR) 
to Central IT

December 2023

April 2025
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And then ……

Sarah to boss: “I wish I could find someone to 
build a database or some kind of system to 
make the process more efficient. I submitted 
a Technical Solution Request (TSR) to our IT 
Department, but you know how long that 
could take, especially considering the 
Reengineering Madison project.
 

Boss to Sarah: “Do you know David Yang?”

CONTEXT



April 27-30     St. Louis, MO2025 NASASPS Annual Conference April 27-30     St. Louis, MO2025 NASASPS Annual Conference

Thus began our journey towards real 
automation…
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Questions

• Data
• Processes
• Systems
• Context 

• Collaborators 
• Constraints
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Collaborators
Office of 

Institutional 
Research

Associate 
Provost for 
Curriculum

Office of 
the 

Registrar

IT 
Department

Compliance 
Officer

College 
Associate 

Deans

Licensure 
Program 
Directors Graduate 

School
Admissions 

Director School of 
Prof & 

Continuing 
Ed

Graduate 
School

Admissions 
Doc Mgr

David Yang
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Automation Process: A Developer’s 
High-Level Perspective
• Design Process
• Functional vs. Non-Functional Requirements

 – What the system should do vs. How it should perform
• Technical & User Requirements

 – Underlying technologies - User needs and expectations
• Regulatory & Compliance Considerations
• Software Development Life Cycle & Data Security Concerns
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Effective Early Collaboration with 
Developers

• Keep It Focused: Avoid information overload in early meetings.
• High-Level Overview: Share the big picture and desired outcomes.
• Define Clear Goals, for example:

• Save time: by processing the data file (functional Req.) 
• Save time: total time to process the data file (non-functional req.)
• Reduce manual work: the system will generate a disclosure link 

(functional req.)
• Improve data organization: defines quality of data handling  (non-

functional req.)
• Illustrate Your Current Process:

• Provide a brief description or a simple flowchart
• Enables the developer to better visualize and plan the solution



Compliance 
Officer (CO) 
Selects and 
Downloads 

Records (CSV File)

Flowchart: Manual Direct Disclosure Process for 
Prospective Graduate Students of Licensure Programs 
(Prior to 7/1/25)
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Mapping the Current Process

• Understand the current workflow

• Identify key stakeholders and collaborators

• Review the existing data system and its structure

• Pinpoint all manual steps for potential automation
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Compliance 
Officer (CO) 
Selects and 
Downloads 

Records (CSV 
File)

Flowchart: Manual Direct Disclosure Process for 
Prospective Graduate Students of Licensure Programs 
(Prior to 7/1/25)

Prospective 
Student Completes 

Program 
Application 

through ApplyWeb 
(CollegeNET)

Program faculty 
review 

applications

Is 
applicant 
accepted

?

No

Yes
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notifies 

applicant
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to Admit

Admit 
Notifies 

Compliance 
Officer with 

Email

CO identifies 
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OOS location

No

CO records results in 
Direct Disclosure Record 
(Internal Spreadsheet)
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from template
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AUH/Designee

AUH/Designee sends 
email and attached 
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Direct 
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Is direct 
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Copy of Application 
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create SIS number

Direct Disclosure System
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Design Process Overview

• Requirements Analysis: Define what the software must do (e.g., upload 
a data file, generate output list)

• System Design: Plan overall architecture and logic

• User Interface: Ensure usability and clarity

• Technology Stack: HTML/CCS, Java Servlet, MS SQL Server

• Data Structure Agreement: Align on input file format and information 
recorded in the database



Admit Data Structure

Admit System (TGS)
58
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Software Development Life Cycle: 
Agile Methodology

• Iterative Development: Develop in cycles with regular feedback

• Customer Collaboration: Work closely with stakeholders throughout 
the process

• Communication: Maintain open and frequent communication

• Focus on Usable Software: Prioritize functional software over 
excessive documentation

• Responding to Change: Able to adapt quickly to changes in data 
structure or regulations
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Compliance & Legal 
Considerations
• Institutional Compliance: Does the system align with regulations (e.g., 

affect funding, legal risks)?

• Regulatory Satisfaction: Is a digital signature/consent acceptable?

• Data Evidence: Is there sufficient evidence if challenged by a student?

• Unique link sent to student’s email

• Timestamp and IP address recorded
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Data Security Concerns

• Institution’s Data Security Policy: Ensure adherence to institutional 
guidelines

• Protected Data: Includes name, email, and address; no highly 
confidential data stored

• Data Storage: All data stored in JMU IT-managed MS SQL Server Farm

• Access Control: System access via JMU official login credentials

• End-to-End Security: Utilizes HTTPS/SSL for secure communication
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JMU Data Storage Standard
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JMU’s Direct Disclosure System
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Sent” in 
Admit

Uploads 
file to 
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Direct Disclosure & Attestation Process for Graduate Licensure Programs
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acceptance 
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re 
Attestation
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Direct Disclosure System



April 27-30     St. Louis, MO2025 NASASPS Annual Conference April 27-30     St. Louis, MO2025 NASASPS Annual Conference

Direct Disclosure System
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Direct Disclosure System
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Email with link (manual)
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Direct Disclosure System
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Record of Review for Disclosure
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Record of Attestation
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Notify Core Collaborators
• Before sending email, mark “Yes” to “Need Attestation?” variable in Admit 

system for those needing disclosure (and “No” for everyone else) 
• Admit system alerts Graduate Admissions to pause matriculation for “Yes” 

applicants 
• If Attestation is submitted, mark “Yes” to “Attestation Received?”

• Will be adding field for, "Eligible to Enroll?" ("Yes" or "No")
• If Attestation is declined, mark “Declined” to “Attestation Declined?”
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The Compliance Officer’s Experience

• Did the system helped Sarah to be more efficient?

• Did the system helped Sarah be more organized with the data?

• Does she feel the system would help JMU to be in compliance?
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The Compliance Officer’s Experience
• Automation saves hours of manual labor spent in

• determining prospective student status 
• creating personalized disclosures 
• communicating with various campus units and prospective students, and 
• creating records of interactions.

• Interactive HTML document replaces PDF file sent as 
attachment

• Resource file used in the DDS to determine student status 
is also used to populate public disclosure table.
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Pinch Points

• TGS – an additional layer of manual work (to remember to 
look at the status)

• TGS – has to wait for me to do the weekly review before 
matriculating applicant

• We agreed that I will do the review process every Monday morning. If they 
need it during the week, can ask me to do it.

• Compliance Officer – have to mark “Yes” or “No” to 
“Attestation Required” variable row-by-row
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In Process

• Build state requirements database (in process!)
• Enable researchers to more easily enter and maintain data
• Enable reviewers (program coordinators) to more easily review and 

approve data
• Allow more efficient communication among compliance officer, 

researchers, and reviewers
• Enable requirements to automatically populate data resource file 

for Disclosure Determination System.

77
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Future
• Add question to graduate application to replace use of 

local address
• “Where do you expect to be located when starting the program?”

• Add tool into DDS to process SIS enrollment data with 
check-in location

• Integrate system and process in JMU’s future new central 
student information system to automate communication 
with the prospective student.

In conversation with 
project manager!
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Questions?
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Sarah Cheverton (cheverse@jmu.edu)
David Yang (yangsx@jmu.edu) 

Thank you!

mailto:cheverse@jmu.edu
mailto:yangsx@jmu.edu
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