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Preface to the first edition in Eglish
of the second edition in Spanish

At the begimming of this new millemium it is evident that formal
education continues presenting prablems both in its results as in its
functional processes. This is occurring both in industrialized nations as
well as in developing countries in the northerm and southern hemispheres,
throughout our planet. This is due to a munber of factors that join together
in each historic circunst ance, be it an American, Japanese or Venezuelan
school. This happens because this institution, as well as its context, is
affected by the conplexity of its relations, actions, values and visions
relevant to what our reality is and must be. In these institutions, a diversity
of groups, such as teachers, directing staff, employees, workers,
representatives, suppliers, school and neighboring comunities, and
fundamentally the students, interact in a dynamic and dialectic mamner;
the students, additionally being of diverse age groups with distinct
persanalities ard criteria, are in the middle of an array of ervirans and forms
of viewing the world ard the school itself.

This micro-society has not been able to handle the integration process
in a natural mamner. Conventicnal pedagogy and traditicnal school
administration are systems that have already done their part and are now
depleted, unable to confront today’s needs of resolving such a complex
praoblem.

Tt was historically believed that pedagogy and didactics were sufficient as tools
to achieve student leaming, but reality has left this sinple variable behird,
showing us day by day that school has to do with a similtanecus set of variables
that must e amsidered if we wish to succeed with it; as for exanple, those
which have to do with the psydhological integration and humen mitual relatians,
as well as with participation in society ard state decisians. Likewise, after study
programs were oconstituted, it was believed throughout almost the entire
twentieth century that all that was needed was a school administration capsble
of ensuring that the programs were fulfilled ard if professors or teachers in
general complied with them. Yet this also fell behind



when enconterdng that the school as a social wnit did not fulfill its dojectives, ad
added to this, we now have to agpe with the prdolem of school violence. Or with
the prdolem such as dnyg traffic preying arourd schools. Violence is a aonsequence
of social anany ard all institutians must aomtribute to its comprehension ard
olibmlosh

To adequately understand and abcard educaticnal carplexity, the author proposes
an Organic Academic Administrative & Management System or HAGA-LUZ
System. (Initials in Spanish for Holistic Academic Administrative Management) .
This system sesks to organize the social cammnity that amstitutes the school
acoording to an everyday social perspective. Instead of applying study programs,
huen effarts are coordinated to achieve the develaarent of the humen being within
the scdhool, ke they alumi, professors, enployees or lay workers.

Hren effort coordination must comnt with the full participation of teachers and
studants, hence the execution of the capacities and creativity of these actors must
e guarantead in order to design our omn future and avoid that these becare mere
data repeaters; ar passive agaits, forced to adnit a way of being without discussion.
Academic Manegement is a science ard tedmology for the efficient, effective and
hurere conduction of educative organizatians. It is a path to achieve the building
of an authentic sdol. Tre fact thet this text may be used to reach this goal in
cammnities arourd the world fills me with price.

Tre pdolication of this bodk’s third edition ard first edition in Bglish was notivated
by the stimilating words written to e by the Qiltiral Aggregate of the United States
Hibassy in The Bolivarian Republic of Venezuela, Mr. Jeremy Carper; by the
financial sugport provided for publication by the Faaulty of Eoonomic ard Social
Sciences of 1a Universidad del Zulia - IUZ (Zulia State University) and by the use
that has already been made of this bock an behalf of students and colleagues in
Veezuelan universities.

I nust always thank those who have provided me with guidance in the area of
Educative Management; among these persons, Dr. Gaston Parra Luzardo, who
designated me as Activity Goordinator of the IIZ Academic Vice-Rectors Of fics,
when practically no ae knew who I was back in the 80’s. This experience, in
tine, gave birth to the proposal acattained in thisbock. It would have been inpossible
to have written this bodk without the acadamic and persaal sugport of my wife
Tsalbel ard my children: Evaristo, Isabel, Carla, Blanca ard Carlo. My loving
gratefulness to my Mother and Father, my lrothers and sisters, and most of all
to my lorother William.

Firelly, I wish to thank the Goardirator of this Riblication, Sociolagist Byo Gavez,
ad translatar, Me. Bdgr Ruiz, for the sugoort they have given ne.

Dr . EvarisTo MENDEZ QUINTERO



Preface to the second edition

Two reasons have encouraged us to publish this second edition. The first
reason has an Academic nature due to the fact that this textlbook has had, and
continues having, an outstanding receptivity among pre-graduate and post-
graduate students and professors, as well as researchers, who use this ook
not anly as study meterial, but have developed a line of research that has
already began to generate a product through conferences, grade thesis works
ad instituriaal proposals, which is a true haor to us, ad the fact that this
text has shown to be so useful, makes us proud. We also have knowledge of
program coordinators, supervisors and directors of the public education sector
using aur text as a aansultive tool to ketter understand ard resolve the prdolans
they encomter in their daily routines.

The secaod reasm is political. Their are praposals within the present natiaal
aatext of danges that require state universities to assess their priorities and
polices ard to meke changes and evolve according to what is happening in the
country .

This is necessary, as layg as the changes take place from within the
wmniversity itself, by true engagement, and not through extermal control.

For this reason, I ance again offer the knowledge contained herewithin and

in other texts T have published, or will publish, for caducting an effective non-
traumetic instituticnal dharnce.
Wy? first because we encounter a scientific diagnosis which enables us to
thoroughly acknowledge the dimensions of the educative crisis; and second,
their is the design of a proposal for reforming the orgenization, menagement
ad curricular prograns, including strategies for the fomation



of the actars that will participate in the process, as well as strategies for the
application ard evaluation of said processes. What is actually proposed is a
short and medium term educational reform using democracy and the scientific,
altural, guild ard political expressians that aconform the wniversity, as the
principles that will enable a decision meking soenario to immediately recoonize
the elenments requiring renewal. Uomn forming the actors it is possible to create
a culture that will promte and develop a carplete change in future education,
ard in this agpect the author has began to work an the desion of new curricular
and organizational management models.

In this second edition, the bock has been revised and restructured to improve
tis use. A new chapter has been added which deals with the fundamentd
theories of management processes; and the concept of academic management
has been more precisely defined.

THEAUTHOR



Preface to the first editiom

E varisto Mendez Quintero is a respected professor of our university
who for a long time has expressed his concern for the destiny of ocur
education, in particular for the so-called univers iy crisis. The author
questions himself on the resistance against change and has identified an
intertia as “a kind of phagocytosis syndrore which devours or neutralizes arty
project ar will of dernge”.

Likewise, he is concermed with the low academic ard intelectual productivity,
which is due to miltiple causes (budget, political parties, guilds) . R the atthar,
the determining factor is the orgenizatiawl structure of our centralizing,
arthoritory and rigid institutians, which stun perticipationand mekes goverrebility
SRt

Their is an almost total absence of academic menagement within cur academical
structures, these being stragly influenced by graupes ard political parties that
inhibit ar dostaadlize the loyalty required towards the institutim.

“The directors instead of playing a leadership model, carry aoout their routines
in a rather chieftainlike marmer in the sense that they perform their fuinctions
without having the capacity to integrate neither the dgpandencies, nor the persans
working in thent’.

The crisis is expressed through a strag limitation of legality and govermability
that terds to weaken universities taking us into a defensive node.

The author does not ignore contextual interdependence and how it incides on
education, nor how, in an irverse mamer, uiversities are a definiteexpression
of the society surrounding them, without resigning to their cagpacity of renewal
ard to inprove beyond any external influence.

Ethics and menagement aanstitute the formila for change and the author defines

and consolidates this concept in his HAGA-IUZ proposal (HAGA-LUZ are the
initials in Spanish for Holistic-Hmenistic Administration and Academical



Menagament Systeam) . “It is desired that the University be socially efficient
ard effective, through the generation of high quality and productive academic
and administrative processes” .

The institution must ke rescued from within, in function of its autonomy and
withaut lesianing it s engagement with society, basing the latter an an arggnic
and scientific response to the miltiple challenges imposed by society.

All social prdolems are historical, ard the answers are always “here” and
“now”, education is here and now, and a new engagement must be made in
order to rescue, in order the educative system, as well as their other system
which seeks to familyhood and comumication media.

The author assures two categiories into which he situates the process and
the crisis: Modemity and Post-Modermnity, and the Reform as the method to
Update our institutions in time, recurring to a axricular reform which erables
us to overcore the old formalist and encyclopaedic aonception and replacing
it with one which is more human and centered on the person.

The goal is to form a graduate that will serves his comntry, his comumnity, ddle
to pravote hisself in ethical, scientific ad ailltral tems.

This is a quest to “omstruct an authentic education for Venezuela and ILatin
Arerica” with an undeclinable faith in men and his future.

ANGEL LOMBARDI



A Note from the Translator

It was a tre dullange to translate this very illustrating ard rather
complex study dealing with what our govermments and our state
educational structures and organizations can do to provide us with a
superior quality education.

A mejor ef fort has been mede to reflect the author ‘s concept s in the
most faithful way.To do so, certain tedmical words, of frequent use in
Higpanic sociologic and academic argot, but rarely used in English, or
at least not frequently applied in English educational terminology have
been substituted by terms more of ten used in the United States. Field-
specific terms, those referring to sociological science ard philosoghy,
have been left as close as possible to the author’s adgirel text in
Spanish, i.e: encyclopedism, atomicism, scientificism, to name just
three.

Qurriculum or Qurriculo, is more frequently used in Spanish to make
reference to a resure or sumery of a program, in this case, a Study
Program or the Career Program, corprehending the array of classes/
subjects ard activities that a student nust conplete throughout his/
her career. Hence the terms Curriculum or Study Program will always
indicate the entire structure of a career oriented class/suoject/extra-
study activity program. The Spanish term Citedra (“Cathedra” in
English) applies to the class / subject ervirament, in an extended
amcept. We may refer to a subject, by itself, as an elavent to ke
leamed ard later gpplied by a student; or we may refer to the Class or
Class / Subject, as the entire enviroment surrounding and supporting
the teaching of a specific subject, or the structure /orcanization behird
this specific goal. In this sense we may talk of a Class/Suoject Chief,
which is the head professor in charge of orgenizing and implementing
the program to teach, develop ard evaluate a gpecific subject.



This study was primerily executed at “Ia Universidad del Zulia”
(L.U.Z), a pdblic, state-supgoorted, self-administered higher leaming
institution based in Maracaibo, Venezuela. We will use the names “La
Universided del Zulia”, “Zilia State University” or the initials ITF, which
toall ef fat s of this translation represant the sare institution. Leggplly,
the name Zulia State University does not exist, and the nane of Ia
Universidad del Zulia is the anly legglly incorporated nane for the

When referring to “autonamous”, we mean, self-administered in
an independent manner, in which the ratiawl state provides the
general financial resoarces for the educatiawl institute to operate,
but all administrative decisians are made by the university authorities
and assembly, not necessarily abiding to govermment inposed
guidelines beyad the specifically designed -Law of Universities-. Al
Venezuelan state wniversities and most ILatin-Arerican universities
have this adninistrative dharacteristic.

The translator hopes these brief explanatians will ease in the reading
and underst anding of this fivst Byglish version of “Gerancia Académica”
(Academic Management” .

Edgar Ruiz



summary

This essay has two goals: 1. Explain the reasons why the Venezuelan
educative system and particularly ocur Universities are confronting their worst
crisis. 2. Design an orgenizaticnal and menagement model that will enable
us to overcore said crisis in short, medium and long term.

The methodology employed converged the discipline of Sociology, Management
and Pedagogical Science. Normative, theoretical and enpiric studies on the
matters were carried ocut. Formation and application essays of the proposed
model were performed at both the Faculty of Humenities and Education and
the Faculty of Economical and Social Sciences of the Universidad del zulia.

Research results were as follows: The wniversity is encomtering one of its
mejor paradaxes, while presenting a defficient level of institutiamwl performence,
it also has an immense resource of human values, which are at the present
sub-utilized. This paradox is explained by the institutions’ phased out
organizational structure which is incapable of attending the present day needs
of the wniversity. Without discarding other causes, we find that the highly
centralized orgenization impedes the full participation and develgorent of the
institution. These orgenizatianal pradblems are related with the crisis affecting
our nation as well as with the crisis of the paradign of modemity which has
ended up materializing humen relations.

To the previcus representation, we must add the absence of a management
systam with the cgpability of integrating existent structures. The comstitution
of a holistic and humanistic administrative and menagement system is propsed
to attend this prdolem in Ia Universidad del Zulia. New govermment and co-
govermment structures are delimited that will guarantee the quality of education
as well as itd social ef ficiaxcy.

Firelly, the reform of the career program structure is recomended, in a way
to facilitate the persaml, scientific-humen and professiaml formetion of the
wniversity graduate. The Author emphasizes the comunity to use it¢ educative
force to start meking the changes required.

Key words: Academic Management - Human Quality - Career Programs
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Introduction

“In the wiversity, as within the comtry, their is the
proposal of a full proof revolution of hmesty ard efficiency,
which is the secret of social ard institutianal developrent,
ard in this sense, the university must be paradigretic’’.

Angel Lombardi (Universidad del Zulia - Former Rector)

Foliowing is a theoretical and enpirical research jcb entitled
Academic Management: Why and How to Reform the Educative
Organization?, which has two goals: 1. Explain the reasons why the
Venezuelan educative system, particularly cur universities, is
anfranting its worst crisis. 2. Design a holistic orggnizatiawl ard
menagement system that will in short, medium and long term, enable
us to overcare this crisis.

Only months after the XX century has core to its end, our educative
system contimues encountering one of its major paradoxes: while
showing deficient institutional performence, it counts with an inmense
ridmess of humen values which are currently being sub-utilized. In
this way we see how at matiamal level, over a millian high school students
are reported failing and deserting school. 86% do not finish ninth grade.
In our uiiversities (case of Ia Universidad del Zulia -1UZ) 80% of the
alumi do not pass program subjects in the foreseen time schedule. In
this educational stratum low performence is identified both at the
graduate level, in the services provided by the university, as well as in
s fucticrvlity. Nevertheless, it conts with highly prepared teachers
ard researchers that are not erployed in projects that are of vital
importance to our region and country. The regime occupies these
teachers in camon teaching routines.

The educative system and its universities do not respand. They seem
to be paralyzed. More and more personal efforts are made in this
respect, but the positive results dotained are relegated to a secad
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dane by the series of prdblems encountered daily. The structure
possesses a phagocytosis syndrare capable of consuming or neutralizing
any project ar will to inprove. The crisis is dwronic ard very darngerous
dridrg these dif ficult marents far ar coatry .

There are a lot of causes that may explain low perfomence. Fram the
budet all the way to the individsl actars mekirg life within the university,
ad inchudirg the direct intervertion of political parties, woarker s wnions
ad quilds. Yet there is ae cause of direct incidence that amsiderably
supgoorts ard is praper to superiar educarion. The presence of the structure
doeys a aultire thet has been inposing itself as of the aastitution of the
citalist system. To this ef fet, there is a sooial-adltiral paradign that
inpregates the life of persas, institurias ad of the etire society ina
determining marmmer .

Said paradigm is that of Modemity which interprets instrurental reasm
as the unique charmel to social develgarent.

Ratiaelity is kesed an social structhures thet acospt domiretion, the
power of ane pecple over others. Formel structures always becare
Jooarent over cpen, clear relatians amog merkind. In the context of
modemity, the being aatinelly loses it s idattity .

The paradign in reference supposes a histarical logic, a logic that has
Bken states ad societies to total adsis. In Varzaela, the ader of civil
society was assured by the political society, the Govermment merely
playing a role of middlemen among the two. Venezuelan society has lived
il recantly the traum of Modemity. In this sitetion, society les, by
necessity, gmerated dif ferent actors tlwough which a legitimete basal
participation has keen slowly achieved, ard which are cgpable of taking
the decisions needed for their self-develgorent in a direct mamer.

All ar educatianl arcpnizatians were amstituted in the erwvirans of
Modermity . They possess a desp centralist ard authoritarian aotent s with
rigid comerd lines thet have inpeded education to fulfill its histarical
wle.

Blucatiawl structure bresks with the most elemental orgenizatiaal
principles. Many internal prdolars are generated such as the nupture of
the caomerd it and the aontrol line, amog others. This is verd fidde in
our autonanous state universities when contemplating and assuming
the functional linear model of traditional econamic orgenizatians.
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Likewise, the excessive aaxentration of power in hards of the authority,
inpece the full paticipation of the professor and student base comumnity .
To participate means ot aily to elect, it also to take strategic decisians
thet berefit the regpective instance ard the ettire institution. The crdsis of
the aganizatiarl souchare joins the arsis of Academic Management.
Directors are more «chiefs» than true lesders in the sense that they carry
axt their functions without the capacity to integrate neither depardencies
nor the pegple working in them. Tt should ke mede clear that the prdolem
is not reduced to the persaal critic of a presat ar past athodty . Eisa
social ard historical prdolem. The pecple that occupy the posts must
necessarily aaply with the profiles and guidelines stipulated in the
rommetive presantly in effect.

There is no doubt that an effort has been mede to develop the educative
system, but lacking an integral view of the sare, the develgoment has
ally been mece at a fomel level with o effect m its cotents. In this
manner, for exanple, the new study program designs did not achieve the
improvement in academic quality of the graduates. Neither did they affect
huren quality. Social relatians seem to ke trapped in aarpletely dosolete
norms.

Plaming ard execution of plans cocour in a mamer that is totally
disarticulated fram the rest of the systam, including the directors
themselves.

To confront the problem, the Author, upon assuming the
Postmodernist paradigm, offers an organizational proposal that may
axtribute in solving the represented paradox as well as the institutiaal
crisis of the wniversity .

In Chepter VII, we find that the proposal is founded an two basic
principles: the Huenistic principle ard the Holistic principle.

Social development is considered as the development of the human
and academic quality of professors and students, enployees and workers.
In arckr to meterdalize this, the Holistic principle is irdispansable as the
base for the new academic structure, which must be decentralized, where
chance ard experimentation are possible, where differences, heterogeneity
and common agreement may be assumed as normal, at the time that the
integration of the university mekes it viable far its histaric missio.
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The fundamentals having been exposed, we go an to the constitution
of a Holistic and Huenistic Academic Administration and Management
System of Zulia State University, also referred to as the HAGA-IIZ system
@it s Spanish adoreviatian) ; through which it is pretended that during the
third millemium, the educative system ard the universities in perticular
fulfill their geals with grester ef ficiary, satisfying the present ard potattial
demands of Venezuelan society.Therefare, a more socially ef ficiat ad
effective institution is desired, ae that can generate academic ard
adninistrative processes of the highest quality and productivity .

Crapter VITT deals specifically with the new argpnizatiasl structure that
carries the nane of multi-pyramidal, escalatary ard link structure. Within
this structre, three fundamental substructhures are hichligited for the cases
of wiversities, these substructures dealing with pre-graduate schols,
post-graduate schools and research institutes.

The total and successful menagement (holistic-menagement) nust
e ever dyramic in order to be able to atterd the prdolems encomntered at
each instance and adequately solve them in a marmer without paralyzing

In order to effectively ard efficiently exert acadamic neregevent,
teachers will be provided with a contiruous formation program designed
by the Superior Institute of Blucative and Social Maregament. Participents
are trained in all administrative and menagement processes in said
program, especially in research and plaming as explained in Ghapters X
are likewise emphasized in the program.

Crepter XIT deals with the fact thet for the career program to ke efficiat,
it must necessarily be structurally reformed from both the area and soope
cooepts as well as in its own orgpnization. Once again Modermism arnd
Postmodemism positions are oonfranted. The formmelist career program
based on encyclopedism, atomics and science, against a more humene
program, centered an the develaorent of quality ard potentiality of both
alumi ard professors.
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Short, medium ard lag-term reforms for the superior education career
program are imrediately explained, enphasizing the definition of persanl,
scietific ad professianl action profiles of the funre gradiate.

The delimitation of programmatic scopes and their correspondence
with career program areas are also proposed.

Firally, in dgoter XIIT, the Author submits in ansideration to the
university community and authorities a Project of University
Organizatiaal, Academic and Administrative Reform. This constitutes
a summary of the previocus chapters (See illustratiom No. 1, Page 6, in
which the previcus representations are explained) .

The Author sustains that the model he proposes is viable, he
considers that the educative conmmnity has enocugh immer strength so
as to aweken fram the crisis, imposed by the paradigm of Modermnity.

This critic of the past of our educative system is mede at the present
time, arnd it is precisely in this field that the HAGA-IIZ System has
sense, giving new light to the captive potentiality of all men arnd waren
that work and study in this system. Everything depends an the decision
to activate the imer forces of the commnity in order to rescue the
histaric role of educatim.

Just as we have the empirical, theoretical and normmetive evidence
to dbtain a dim forecast for education, we also have within our
comunity a latent energy which is so strang, that if properly charmeled
by an adequate menagement, it is possible to immediately dissipate
said forecast ard build a fimmly based future with a desp sense of
personal and institutional engegement. In order to do so, it is
indispensable to carbine both honesty (and ethics) and efficiency (to
be understood as Management) as indicated by Dr. Lombardi in
epigrach of this introduction.

Firally, the proposals aontained in this research document visualize
that there are possibilities to omstruct an authentic education for
Venezuela and Iatin America. This is possible if there is faith, faith in
wen hineelf ard faith in the fubure. €
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DLTWECN THC MODERNITV AND POSTMODERNITY OF SOCILTV AND IT°S ORGANIZATIONS ;2 97

O n a worldwide basis, the way of seeing and comprehending life
has changed during these last two decades. The pragratic, utilitarian
and rationalist point of view has now changed to ane based on terms of
sociahility, uderst anding and agreement.

Entire states and societies, dominant and non dominant blocks of
capitalists and workers, parties and messes, the dgoverning and the
governed, the poor and the wealthy, employers and employees,
professors ard students, have all acore to a junction. The individualist
lifestyle is transfomed into ae of allectivity. Social categories which
until yesterday seemed solidly based are now under questioned as to

Social contradictians are also being redefined, becoming either more
acute or being resolved. As from the begimings of capitaliam, a social-
cultural paradigm supposing the rescue or rebirth of reason was
aonsidered as the anly way to overcare the previocus feudal social
state, ard allow social develgorent for men’s omn benefit. We will call
social and political movement known as Modernity .

But man has surrendered to the technological and political
developrent achieved to date, vanishing within the frame of his own
creation. This paradign, caning into crisis, brings forth the «shared
rationalist» paradigm, proprietary to the postmoderm movement. This
First Guepter has the dojective to focus a theoretical -methodological
reference frame that will allow us to know the differences between
Modern and Postmoderm society and its’ organizations, particularly
educational organization.

The work of German sociologist Jurgen Habermas will be the base
of this develgoment.
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HABERMAS AND THE NEW PARADIGM OF SOCIOLOGY

The central statement of this chapter deals with Habermas’ explanation
of a new sociological paradigm which supposes -as Kumn would say- a
sciarific revolution in the sense thet it introduces «cacrete prdolem solutians
which employed as models or examples may replace explicit rules as a
base for the solution of the rempining prdolems of nommel sciences.?!

The new paradigm is referred to as Comumicative Actiom Theory. The
prablems are: subjects of histary, the social crisis amog others. Nommel
sciece is amstituted by all the previcss theories, such as the functiamlist
structiral, histaric meterialist, enpirical theordes.

Habermas, after a thorough analysis of sociology, formulates a new
theory and methodology within sociology, introducing two new key concepts
at thearetical level: The World of Life and Comumicative Actim. A a
methodological and epistenological level, or the way to aomstruct through
the way of thought, he proposes a holistic conception centered on
comunicative action, going beyond empiricism (predomination of the
extermal doservation of the doject of study) and formelism (predomination
of a sbject thet axstruct s reality in an abstract mamer, lirking ghemetics).

Rupture occurs in both ways2 against established sociological cultural
wisdom. Habermes provides a theoretical frame for the review of society
ard its orcggnizations.

On the other hard, this work explains that Habermen frees reason from
the ties of Modemity; Modemity thet was not anly installed in Social Histary,
bt in the heart of Sociolagy itself, as of the ment thet Corte, its forder,
proposed the omstitution of Sociology and Positivism in general. He frees
reason when introducing new forms of understanding it other that
Instrumental Reason.

Firelly, it is astained that the Habermes thesis may be used not anly to

uderstard the crisis, hut also to solve it by taking adventage of the hints
provided within.

1. KUHN, Thomas. The Structure of Scientific Revolutions. Mexico. 1975. p.269.
2. BACHELARD, Gaston. Epistemology. Barecelona, Spain. 1971. p. 133.
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COMTE AND HABERMAS: CONTINUITY AND RUPTURE

Habermes urndertakes the origins of Sociology pretending to rescue the
epistamlogical status thet it should have as an integral social science:
from the point of view of the contents, Habermes reassures the concepts
of crisis, ader ad reasm. These aoaospts are still presat (ot with
definitians differing fram those of the begiming of this sciencs) .

Comte, Habermas and the crisis of society

Carte fourded Sociolagy to regoad to the crisis of society. He sustained
that the French Revolution had only changed the form of Goverrment, ut
ot the (fom of) aoteats; society lacked a spiritial kase thet would truly
impulse the chance.

Conte irdicates that:

The insufficiency of cpinion within the monarchy and the people is proof of
necessity for a new, truly arggnic doctrire, uniquely capable of ending the terrible
crisis storming society ?

Kespirg distance, Habermas focuses the prdolematic of society,fs
crisis. He did not avoid these thares as did the cawentianl sociologists
after Conte; specially the functiamlists, who ansidered these as ananic
matters, sarething extermal to the balance and harmmony of society.
Hebemss explains the crisis as an dojective and subjective process within
the commnicative actiom. This distirguishes the quality of this athor in
regpect with the rest of his aolleagees. *

Comte jailed Reason

Bit the axnstitution of sociclagy carrded within itself a very serious
philosgohical pradblem. Carte, as most illuminists, captured and jailed
reason within a conosptual frame, where it had keen inprisoned until
Helermes set it free, aided by the school of Frarkfurt.

In the previcus quote, Cante gpesks of the new Rositivist doctrine.
Conte identified the principle of Positiviam with Tnstrumental Reasmn when
sustaining the thesis that society must be nuled by a principle, law, ao
ratiael plan divected by scientists ad imdistrdialists.

3. COMTE, August. Positive Philosophy.Argentina. 1979. p.9.
4. HABERMAS, Jurgen. Legitimation Problems in Late Capitalism.
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The following statement exhibits instrurental rationalism:

As lag as their normmel enployment is necessarily useful to the social mass,
popular interest has minimal concerm for which hands omn the capitals... In
this mamner, excluding any other social classes, men of knowledge now
possess the two fundamental elements of moral govermment. Theoretical

capacity ard Authority ?

Habermas broadens this conception and gives reason another
foundation when stating that instrurental reasm was historically bom when
comunicative action failed.

Comte, Habermas and Social Order

Habermes, as did Conte in his begimmings, also includes the pradbleamatic
& fecting Social Order, bt with dif ferat aotent s; while Corte sustained
that arder inplied the regulation of society ard its individiels, Hibermes
establishes that order has sense when processes for comon agreement
take place. ¢ Here is the key of post-modermism.

Bs to social progress, Cote affivms thet it is determined by sccial
ader. Habermes, as far as ocur analysis is concermed, does not becare
imvolved with this coxept. In any case, this would be possible through
common agreement .

Comte, Habermas and the status of Sociology

When Carte stated that their was an order different then rature’s
@ysical, demical, biclogical) as is society, he introduced the necessity
of thorarchly sodyirg it: its acder and progress, the institutians of society,
its classes, irdividuals, philosgdyy and custars.

Hebemes attenpts to stay at this starting point. Rnctiawlist ad
enpirical sociology reduced the vision of sociology and anly focused an
prdolars related with nomms, values, socialization, meinly social aotrol,
a qestim thet diminished its episterological status to the point thet its
mejar critics do not axsider it a sciaxe.

Also, Habermas discusses that the development of sociology,
anthragoology and psychology has given these sciences a reductive nature,
meking inpossible the explaration of social reality. We will core back an
this later .

5. COMIE, August. Positive Phylosophy.Argentina. 1979. p.19 and 63.
6. HABERMAS, Jurgen. Post-Metaphysical Thought . Tarus Editarial. p. 87.
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There are large differences between Comte and Habermas, but they
dare that broad visim thet sociology must have parting fram the discussion
of arder, reasm ad the crisis.

¢ WHYAND HOW HABERMAS LIBERATED REASON?

Hobermas liberated Reason because it is and always will be the base of
actim. He set reasm free, giving it a new sense.

The coospt of Instrurental Reasm is amfined to a single direction thet
«through empiricism has left a deep mark upon the auto-comprehension of
Modernity .’

Instrurental ratiawlity
Instrurental ratiaelity, as scated by Habermas:

...Jes the corctation of a successful self statement in the dojective world,

mece possible by its capacity of menipulating infommetion and intelligently adapt

to the caditians of the aotingent surrardings. ®

This ooosptio inplies an action nmodel: a subject daminates, aotrols
and menipulates the other subject, which in tum becames the dominated,
manipulated subject.

But reason may be broader, as sustained by Habemmes, if it is framed
within the ootext of commicative action. In this sense, it is possible to
identify various actions of speech ard ratiawl actians, as layg as they are
justified ard subject to criticism. In the latter we firnd the other key to
understand post-modernity: the necessity and right to disagree and to
respect the differences.

Commicative rationality

The concept of commicative rationality is defined by Habermas as
follows:

Rossesses carotarians thet ultimetely remount to the central experience of willful unification

and the generation of a common agreement through argumentative speech in which

several participants overcare the initial sibjectivity of their respective points of view, addetoa
aomunity of ratiaelly motivated cawictians they ensure the unity of the warld and of the inter-

Sijectivity of the axrtett invwhich their Jives deelop. ®

7. HABERMAS, Jurgen. Communicative Action Theory .Tauwus Bditorial. vdl. I. p. 27.
. Idem.
9. Idem.

@
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This is Habemes’ key concept. The center of the new sociological
paradigm which he sustains is identified here within:

1 Cgpacity to unite by free will. There will 1o lager ke a subject
that calculates his means to dominate or submit another.

2 Common agreement. This concept acknowledges that
camnicative action has sense if its goal is the need for agreement
between the inplicated subjects. This concept joins that of inter-
subjectivity and motivated ratiawl cowictions.

Types of comumnicative rationality

Reason is now displayed. Habermas identifies: the evaluative and
expressive cognitive instrumental actions and moral practices. This
implies a new oconception of rationality, in the measure that the
pretensian of validatim is regpectively given:

In the efficacy of theological actians.

In the straighmess of the noms of actim.

In the adequateness of the «y» value standards.
4  In the truth of the expressians. *°

woN R

The leap to post-modernity

The key to the liberation of freedam is the theory of argurentation
presented by Habermas. Communicative action and common
agreenent, are aily possible when the participents are in the digposition
to justify their speech or behavior, ar said, their point s of view.

Habermas aoncludes this part affivming that:

All arguments... require the same form of basic discussion needed for a

cooperative search of the truth which subordinates eristic media to the

dbjective of dbtaining inter-subjective convictions lbased on the best
arguments ™

10. HABERMAS, Jurgen. Communicative Action Theory .Tauwus Editorial. Val.

I. p. 4.
11. HABERMAS, Jurgen. Communicative Action Theory .Taumus Editorial. Vdl. I. p. €0.
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These statements contain the epistemological jump made by
Habermes. This fact situates him in post-modernity when sharing the
goal of illustrated reason ard absolute reasan, when declaring the goal
of the subject and proposing the rescue of men, the other silent actor,
the alter (to e amstrued as people, daninated, nejority, mess, worker,
alumi, etc.). Befare this the solutio is not total dispersion, nor the
crubling of society, or the fimal gpocalypse, but inter-subjective
agreement. The commonly approved plan or shared value proposes a
kind of socialized reason before absolute reasm.

TO WARDS A HUMANISTIC SOCIOLOGY

In the end, when Habermas, through comumnicative action, centers
on the subjects and articulates the great social processes and
structures, he builds gelitative-humanistic sociology.The necessity
to situate reason, ot over, bt «in the middles of men, this is what
metters. And society will not ke understood as an abstract entity imposed
a nmen, but as a world of life, as the dyramics of its participents.

It may be concluded that comumicative action contains a post-
modern philosophy: communication and common agreement. These
concepts appear in other theories as a form, and not as an element of
social integration. This has its inplicatians at political level ard other
Iretances of society M
THE WORLD OF LIFE, HABERMAS’ NEW PARADIGM

The introduction of the world of life coospt is another qualitative
leap in Habermas’ construction of the new paradigm.

This concept lets us uderstard the holistic conception of this
German sociologist who reformulates the theories of Social
Anthropology, Sociology and Psychology that isolate social systems
and impede the understanding of men.

The world of life and coomunicative action are related like the head
ad tail of a coin.

12. See jdbs of Professors Hernan Pando and Ender Arenas, analyzed in the following chapter.
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How Society is built

Habemes states thet society is nothing more then the world of life
synolically structhured at a adltural, social ad persael level. Haxe, it is
uderstood that society and its structures are formed within commnicative
action.

Hebermes sustains thet it is an erxor of previcus social theory of
separating the action subsystems as if ocne were autonomous and
conplinmentary to the rest. Those subsystems are a plexus in reality ad
integrate together at the level of commicative action. When Habermes
cefines the tlhree subsystams he does so from the point of view of the

perticipat.
Culture

Tre author defines aulture as:

The treasure of wisdom, in which the perticipants in the actiom are
provided with interpretatians to uwderstard sarething in the world. 2
Society

Immediately uom presenting the definition of society he axe aggin

By society we understand the legitimate ordinances throuch which the
perticipants in the interaction regulate (ard are rot regulated) their
pertinences to social groges, ensuring solidarity there throgh. *
Perscnality

Firelly, when defining persaality, main is attrilbuted with the autaxany
to goeak ard act, ard is not desigmated or suomitted from the autside.
Habermas defines persoality as:

The conpetence that mekes a subject capable of language and action,

that which mekes him capable of taking part in the process of understanding
ard af fimming his on idatity

13. HABERMAS, Jurgen. Communicative Action Theory. Val. II. p.1%.
14. Idem.
15. HABERMAS, Jurgen. Communicative Action Theory. Val. II. p.146.
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HABERMAS'’ WORLD OF LIFE AND HOLISTIC METHODOLOGY

The holistic aocsption (another recant trard of the ratural ard social
sciences, mostly discovered parting fran Albert Einstein’ s provisians)
overaares the systemic aonosption (separated and interacting entities),
affimirg thet all structiral aapaats of the warld of life: aultre, society
ad persaality, are inplied inall addas.  The inplication is mede through
language and conmumnicative action.

The role of language

In the bock Post-metaphysic Thought, Habermas achieves a synthesis
that enables identifying the unity of the previausly indicated corpoerts.
In this way, Habermas in few words expresses that language serves
integration in the aoitext of society it serves transmission arnd proseaution
in the aontext of aultural knowledoe, and the formetion and maintenance of
resl idatities at the leel of persamvlity. (See illustration No. 2, page 18.)

THE ROLE OF SCHOOL AND HOLISTIC VISION

Habermes not anly applies the holistic vision to the carprehension of
society in its wole, it also to study the institirians. These, other then the
main dojective for which they were created, also perform other functions.
In this way we have that the sdol, does not anly perfom the function of
aldtual reproduction, but also a function of social integration arnd
socialization. This aocsption emgbles us to aboard social orcgnization
prdolaretic, specially in respect to the educative prdolars, from ancther
point of view.

THE COMMUNICATIVE ACTION THEORY AND SYSTEM THEORY

Now Habermas surprises us: he does not reject the System Theory but
lirks it with his Gomnicative Action Theory. In this sense, Habermss
sustains the followirg:

We nust uderstand society as an entity that during the course of its evolution

differences itself both as a system ad as a world of life. *®

Systanic evolution permits us to understand society’ s cgeacity to aotrol
(@d thet of instittias) as a synbolic structure.

16. HABERMAS, Jurgen. Action Theory.Vdl. IIL. p.215.
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Tllustration No. 2
Links of personality structures with culture and society

Person

dbility mdoilization + notives

» rendimiento

— — —=» recurso

Source: HaserMas, J. Post-Metaphysical Thought, p. 105.

HERMENEUTICS AS A TECHNICAL METHODOLOGY

Even though Habermas does not oppose systems analysis
methodology, and I would say that enpiric methodology (the cuter
approach to the prdblem) either, he ends up giving priority to the
hermeneutic method, the latter permitting caption of the sense, not
fram the point of view of the researcher, hut of the «immer perspective
of the mambers» (of the action). v/

17.  Toid. p.214.
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In this sense, Habermes adheres to Germen tradition, specially
agreeing with M. Weber,® when the latter used the comprehension
method (dbjective and subjective: empathetic comprehension, sense
comprehension) .

In the text Post-metaphysical Thought, Habermas affimms that:

The hermeneutic access to the knowledge potential is only possible through

perticipation (at least virtual) in the daily routine comunicative practice.
HABERMAS AND THE CRISIS OF SOCIETY

Habermas does not elude the crisis and attempts to explain it. The
true crisis becares present when an individual feels danger within his
social, aultural ard persowl identity. To this respect, the German
sociologist states:

We can only speak of crisis when members of the society experiment structural

changes which they consider critical to their systemic patrimony and feel that

their social identity is threstered. 2

Expressians of the crisis: The loss of the sense of life, anony and
psychopathologies

In this same sense, Habermas centers the crisis on the imer side
of the warld of life. In this way, in the aultire ewiro we fird a sort of
loss of sense in society as an anomy, and in personality as a
psychopathology # When situating the crisis under this oconosption,
we can af firm that Habermes is building en integral society, social science
in its excellence. Prdolans are rot isolated. Tdividiel crisis does not mesn
a mental mel adjustment, hut thet they are inplicated in the entire social
thare. Sociolagy is o laper a science of the institutians. Tt is a sciaxe
to understand and confront men’s prablems. Synthesizing Habermas’
statement an the crisis ard following the work of professor Herman Pardo,
we need not anly to kow this staterent, but also, how to gooly it in the
educatiarl ewvirm.

18. WEBER,M. Economy and Society. Mexico. Vd.I

19. HABERMAS, Jurgen. Post-Metaphysical Thought. p.87.

20. HABERMAS, Jurgen. Prablems of Legitimation in Late Capitalism. Quoted By Pardo, Hernan
T The Legitimacy of Political Systems in the works of J. Habermes. p.6.

21. HABERMAS, Jurgen. Action Theory. Val. II. p.203.
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Hebermas’ statarent is a follows:

Tre praolam of legitimecy is directly fouded an the political systan's
capacity to satisfy the needs of casurption ard in this way be able to
maintain a loyalty of masses. This coars in late Cgpitalism. But this does
ot produce the aridsis itself. Crisis ooars when there is a lack of motivatio
within the socio-ailtiral system.

Motivatiaal crisis

Motivetiael crisis is produced when its’ two typical elaments, civil privy
ard professianl -familiar becare depleted. The latter is vital for a better
aarprehensian of the crisis, individual status being altered: consurption,
free tine, social ard cooupaticel mdaility . The former indicates the lack
o partcipatiom of the sugject s in the cadction of society
EDUCATIONAL CRISIS
External forces threatening the educative system

In Vaezela, there are extenmal ard internal forces threatening the
educative system, as explained by professor Herman Pardo in his jadbo: The
University: Winds of Change

Rblic qpinion stragly criticizes the role of the universities, precisely
de to their iref ficiery . This attack exposes the wniversity to the budget
pradolem. Extermal strategy has been ariented to restricting the ecoomic
soe in ader for the wiversity to lose its leading role in aulture
ad sciee, this brirnging farth the crestion of private ard pdolic universities
suomitted to the ontrol of the govermment in office. Professor Pardo
alerts in regpect to this strategy that has already been applied in other
Iatin American countries, such as: Chile and Mexico. The universities
are forced to seek additiocnal resources as a cause of budget
insuf ficiecy, ard in the best of the cases, comercializing iteelf,
impeding access to most of the population. In the worst case, they
may suffer direct govermment intervention and are submitted to the
direction of a state agpointed staff.

2. PARDO, Hemen in The Legitimacy of Political Systems.
23.  PARDO, Hernan.The University: Winds of Change. p.17-22.




DLTWECN THC MODERNITV AND POSTMODERNITY OF SOCICTV AND TS ORGANIZATIONS ;o2 20

The educational crisis may be solved assuming this responsibility
from within and confronting inef ficiency, promoting quality and
productivity, ard exerting a sincere ef fort towards the optimization of
envollment; for this to happen, we must overcare today’ s organizational
paradign ard substiture it for another.

Intermal forces threatening the educative system

We have two intermal extra-academic forces threatening institutional
& &ility . These are syndicalism and the academy’ s political irvolvarett.
Both represent dostacles far ef ficiency, perfection and carpetition.
The first, when enmphasizing labor stadlity, ends up constituting
bureaucratic and conformist persomnel. The second has promoted the
perversion of academic dojectives when privileging a client relation,
academic action being suomitted to political action.
Identity Crisis

But at this morent, the true crisis is doserved when the university
comunity (teachers, students, employees and workers) does not feel
tieelf idatified with its own university . They do ot believe in political
parties, or in themselves. They do not believe in their authorities or in
mechanisms for participation. Conscience has been overcome by the
philosophy of NO: No ane is useful. Motivation has been lost. There is
a loss of sense of academic action ard of life in general.

Academic privy

Corplinenting the imer forces that serve as dostacles for the
develgarent of the university and the entire educative system, we find
thet within the latter, the Instrurental Raticnalist Paradigm has also
Tetalled it self as a alltire, a social relation ad a trait of persaality.

In this last part, we will syrthesize the rest of this work:

We can say (by analogy) that an academic privy exists (Habermas
goeaks of civil privy and professianl familiar) . We will explain this: We
have been made to believe that there is a separation between the
directive system and the academic system (departments, cathedras)
this being false. The former is but an extension of the latter.
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This separation has core into existence in correspondence to the
populist model applied by the so-called democratic govermments of
the 1960’ s. The situation is the same. In exchange for legitimacy, the
directive subsystem has provided advance at labor stability level. Civil
society has hence, auto-sequestered itself, not participating in
decisiang; the same thing occurs in the university: the academic society
apoears to be digpersed, amfined in it$ own privacy, in exchange of
syndicate and political action, that at the samre time codems and
extinguishes the academy as a vital center for education.

Instrumental Rationality and the Study Program

But the prdblem is more corplex. It is based an the fact that the
study program model, the philosoohy on which education is built upon,
is the sdoject’ s paradigm, instrumental raticmlity, calculation and
domination. We can doserve that at an academic level, school only
favor ae type of raticwlity, thet is: scetific raticslity. Bt the latter
appears as a product, as a culture that we must assure, students
must assimilate and expose that leamt. But there are no strategies to
ke justified by, ar at the sare time, ke suomitted to the critique of the
actors. There is no scientific commicative actim.

Likewise, we do not doserve the understanding of other acts of
speech and action at a formal level, neither nommative, dramaturgy, mor
esthetics. Not including any other type of ratiawlity, the wiversity
finishes by favoring pragmatism, and not solidarity, integration ar social
adaptation. Due to the disenchantment and loss of sense, sectors
seeking to recover the authentic values have begun to emerge from
the acadany itself. Little by little, even if scattered, we have groups
directing discussions, megazines, scientific events, etc.

Instrumental ratioality still appears uder the name of strategic
plaming, operative plans and nomms dictated by the rectorate. The
indispensable consensus of the scientific commity is required to
strengthen not anly the sense of the academy (which is today rotten),
but the sense of the men participating within. In order to achieve this
we must decentralize the educative structures in a way that academic
development and human development have a simultanecus growth. 4
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M ANAGEMENT: DEFINITION AND SCOPE

From an epistemological point of wview, management (or
administration) has as a goal to explain ard predict the prdolems of
efficacy (the achievarent of dbjectives), efficiency (achieving said
resources with optimm use of resources), and social effectiveness
(impact) of the argenizatians. It also studies the processes of quality,
productivity and competitiveness of said processes, according to the
theory inmplemented in their constructio.

Management is a science, because both its process (research) as
well as it s product (theordies) are based o the principles of ratiamlity,
dojectivity, systematization, coherence, verification and knowledge
amtrast. It is social, because its dojective is to camprehend men when
interacting in the arggnizatiayl ewirans he has built.

As organizations we may urderstand all institutions that possess
goals and dojectives that are recognized by society.They anstitute a
human creation, an expression of man’s actions to achieve his own
goals ard dojectives. They represent products of men’s doing or entities
that ance being fomed will cadition hien life, contributing in time, to
stability and develooment.

Qropnizatians amstitute standard forms of behavior, attitudes, values
and ideals of man as a generic being.

Orcpnizatians, in the sense we give to them herein, differ from social
groups and aggregates, in the sense that these have a limited action
and lifespan in space ard tine.

Titdally, we may sociologically distinguish three types of arganizations
according to the social instance we consider: economic, civil and
political orggnizatians. The first produces and reproduces material life,
the secod, fundamentally produces and reproduces cultural life, in
terms of consensus and hegenony; the third and last, in termms of
restraint and domination.
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In each of the social instances (ecaxamic, civil arnd political) we can
distinguish primary, secandary or derived orcgnizations. The primary
orcanizations are those that are based an social relations of a diverse
adgin. A variety of social classes and sectors that may e contrary and
contradictory between each other may form these primary
orcanizatians. The secondary or derived organizations have the function
to maintain, strengthen and aonsolidate certain relations or intervests of
a gpecific social group or class. For example, econanic organizations
are primery organizations and syndicates are secondary orgenizations;
mniversities are primery orgenizations ard their guild unions are derived
orcpnizations.

Fram a historic angle, organizations are beyond men in partiailar,
but also strengthen his power to satisfy needs and goals.

Due to their camplexity, orgenizations oanstitute social systeans.
DEFINITION OF SYSTEM

The definition of system will dgpend an the theoretical -methodological
reference framework to be used. Hence the variety of definitions, fram
the conception of a whole mede up by a network of formal relations
(cybermetic-systemic theory) to those giving meaning to those relations
(functiaalist theory ard Marxist theordes) .

Synthesizing these definitions, we can conceive the system from
two dimensions:

1. In its abstract fam, a systam is a totality that is integrated ad
differentiated fram the ewvirament surrording it. It interacts with the
envirament. Or said, the envirament has influence on the system
poviding it with intake, informetion or energy.The system processes
ard transforms these. Then it generates a product or service that also
has influence on the envirament, and so on. Two processes are linked
to all systems: the control process and the feedback process.
Otherwise, elements that would decompose the system until
extinguishing it would be produced. The entropy phencmenon, as
pysicist s would say, is always present.
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2. A1 systars dould tad to self-integration ard kelance in their interiar,
through the deperdency ard interdependency relations of its parts, each
System part or component (subsystem, micro-system and mini-system)
possessirg a very specific function ard necessity . Relations should have
an arder (hierarchy, directive/sdoordirete, principal /secandary, dominent/
daninated) , a sequence and carpliment to establish adequate direction
and aartrol. The systamn, in ader to work, must have all the parts ad
relatians required (corpleteness) .

As of its amstitution, it noves between two goposite ends that are
coplimentary to each other and indispensable. We are referring to the
processes of integration ad anflict (ar cotradictian) .

All systars must sek their integration in acder to fulfill their nesds.
Notwithstanding, unless considered a closed mechanical system, all
systems possess the elarent of aontradictian, ke in an active, or passive
form. First, because the system is in an ever-cdhanging evirament, and
hence, it must find medhaniams to either adapt or aattrol this ewvirament.

Secad, within their interiar, tepat s as web as the relatians ar functians
are unequal and heterogenecus, and in order to maintain harmony and
lalance, must also find integration mechanisms to overcore ubalance
a aatradiction. To deny this phenorenon is to deny the possibility of
charge from the begiming.

Both processes must be aonsidered, specially when we analyze the
social systens.

MANAGEMENT AS A SOCIAL PRACTICE

Uom analyzing menagement fram a professianal and functianal optic it
represants a social, psydwological, tedmical and ewiramental process
throuch which men, ocoupying specific roles within the process, adequately
inplarenting actians ard resorces (meterdal, physical, finencial, etc.),
ad taking decisians an stable and cottingent situations (internmal and
extermal), reach the established goals and dojectives which they had
previcusly establidhed, with ef ficaoy, e ficiency and ef fectiveness.

Aocording to this, the efficacy of an argenization deperds hichly an the
efficacy of its own menagament.

In the next section we will deal with the menagament processes that
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THE LOGICS OF MANAGEMENT PROCESSES

Management practice comprehends a series of logically linked
processes.

The first element required for the realization of menagement practice
is that there e a subject or social group thet in order to parste an
dojective canstitute a determined orgenization.

Now, in ader for thet dojective (be it to marufacture a prodxct or
provide a service) to have viability ard solidness in its omn reality, te
most logical thing is to immediately proceed to a scientific diagnostic
of the reality in which the argenizatio is to functim.

The Research Process

The first process that we can identify in menagement practice is
that of scientific research. It has its omn specificity and autonony in
regpect to other administrative processes.

Research is related to the reproduction or production of knowledge
of a determined reality.

Research, seen from an administrative focus, would have as an
dojective to critically describe and aralyze the cotext where the
organization must function, assessing the coditions of same (stable
or durgirg, rigid or fledble), as well as the general ad partiadlar
pradolems ard necessities that within said context would justify the new
orcpnization

Research also determines:

1. The actual status of the area relevant to scientific production

2. Tats ard properties of products ar services similar to those that
will ke cf fered (demand, of f&r, costs, quantities).

3. Organizatiamal structures and administrative processes linked to
the arganization that will be aanstituted.

4. Resources actually existing in the society (be they humen,
meterdal, firencial, etc.).

5. Conpetitive advantages and viability of the new organization.
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There are several types of research:

Exploratary, descriptive, aslytic, causal, histaric, studhual, evelustive, disagostic, ar integral .

The strategic importance of research amsists of the fact that if provides
dojective infometion of a reality, meking it possible to take solidly based
decisions.

An organization may be constituted without performing preliminary
research, and there may even be significant development. Nevertheless,
random, contingent situations mey becare so great, that if they are not
studied in time, they may take a path that can destroy any organization.
Hence, research may contribute to compensate and confront randonmmess
and uncertainty.

Research as a management process, must not be confused with the
antrol and evaluation of orgenizations. Of course they are related, but
the fundamental difference derives from the fact that research must be
anceived always as an area that is not subject to the restrictions that
mey be established by the orggnization itself ance it is functioning. It is
a strategic activity that provides timely notice an any imovation or change
in the social enviromment, be these intermal or extermal. On the other
hand, research provides administration practice with a scientific, non-
empirical nature.

The planning process

Once the results of the research process are dcbtained, the plamning
process and functions begin. This is a prospective function, with its omn
supporting theories and methodologies.

Managers must take decisions relevant to what they will do and how
they will do it. We refer to the field of future action built n bases of
certainty and specific teclmologies.

Plamirg has an epistamwlogical fordation. In effect, it also constitutes
a scientific activity. One of sciences properties is its predictive
capacity. Through it, we can try to foresee the behavior or
consequences of a phenomena or process under determined

24. Mendez Q., Evaristo. How and Why to Investigate? Maracaibo. La Universidad del Zulia. 1984.
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caditions. Prediction takes an an entirely new sense through plaming, in
the measure that it secks to amtrol through humen action, men’s o future,
gEerating or aontriluting to the generation of future social processes in a
rational and systematic way.

As planmning, we may understand the rational process through which
orgenizations meke all foresights necessary, releat to:

1. Tre gxals and dojectives they wish to achieve (products, services) in
a determined lapse of tine.

2. The policies.

3. The strategies.

4. The design of the characteristics and properties of the product or
service they wish to offer.

5. The design of social processes, tedmiques and structures that will
adapt to the goals and dojectives proposed.

6. Gaeral criteria for the directim ard cotrol as required.

7. Economic, tecmnical and material resources.

8. The time required for executing each and every ae of the activities
(programming) .

9. Desiogn of the methodological tedmiques for prevision cperatians (use
of computers, similator models, etc.)

We can identify two main stages within plaming:

a. The plaming of the general develcpment of the organization, which
includes decision taking and prediction cperations.

b. Organizational plamning, which comprehends decision taking and
structiral desion (meterial and humen) cperatians of the orgpnization itself.

We will immediately proceed to indicate the fundamental concepts of
Development Planning. These also appear in the main textbooks
recommended as references for students at the Sdhol of Administration
and Puolic Accounting of IUZ.

1 Vision or Purpose: The visia is whet the argenization wishes to achieve
in tems of the rle thet it expects to perfam in the futre. It is a pojectim
of the form that the owners or fouders wish to see of their orggnization.
Vision may also be referred to as purpose.
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The purpose of an orgenization - according to Staer- refers to its mein role,

as defined within the society it operates in. «Purpose» is hence, a broad

term, gpplicable not anly to the argenization, but to all the enterprises of the

same type within the same society. ®®

Munch and Garcia define Purpose as the «fundamental expectations
or goals of a qualitative nature that are permanently or super-
permenently pursued by a social group». *

2. Mission: Staer states that the mission dif fers from the purpose
in the sense that the fomer is the specific dojective that differentiates
one orgenization from another.

3. Objective: is to be understood as all precisely established
proposals relevant to the aoncrete results that an organization wishes
to achieve in the fubure. ITn arder to do this, the dojectives nust specify
amounts, characteristics and properties of the products or services to
be generated by the orgenization. They constitute a measurable or
quantifiable translation of the orcgnization’s purposes.

4. Strategy : Stoner quotes «Strategy, is the general program sketched
aut to achieve an organizatian’s goals and execute its missions. 27 The
author immediately adding that strategy creates a «unified direction for
the comparnty in respect to many of its dbjectives and guides the
employment of the resources used to reach them». ** He completes
the definition highlignting the inportance that strategies have for an
organization, before their ocontext. Constituting the enviromental
response pattems of the arcggnization. Through strategy, the human
and material resources are activated before the prdolems and risks
established by the cuter world». #

Mmch and Garcia add the notion of raticnality when indicating that
«the strategies are courses of general action or altermatives that show
the general direction and enployment of resources and efforts, to
achieve the dojectives in the most advantagecus conditionss. *°

25. STONER, James. Administration. Prentice-Hall Hispanicoamericana. Mexico. 1984. p. 120.

26. MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. Tdllss.
Mexico. 1985. p. 70.

27. STONER, James. Administration. Prentice-Hall Hispanicoamericana. Mexico. 1984. p. 98.

28.  Toid. p. 9.

29.  Toid. p. 9.

30.

MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. Tdllss.
Mexico. 1985. p. 83.
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5 Plan: aplan is amstituted by a doaurent stating the results achieved
in research as well as in  plamirg. There are several types of plans:
strategic plans ard cperative plans

6. Strategic plaming : Staer defire strategic plaming as:

the process of selecting the goals of an orgenization, determining the policies

ard programs that will be required to achieve specific dojectives in the path

to those goals, and establishing the methods necessary for ensuring that the
policies and programs will effectively be executed.»>®t

Bt wet really defires strategic plamirg is its reach in tine. It is a
«formel process of lag term plaming, used to define and achieve
arcpnizarianl goalss. 2

7. QOperative plamning: «rovides details an how strategic plans will
e achieved». *

«Staner subdivides goerative plaming in single goplication plans (such
as programs, projects and budgets) and permenent plans that are
anstituted of a nomelized foaus of foresessble or rearrent situatians
within an arognizariar. **

8 Programs: all program specifies a vardety of activities and ggreral
steps that will e carried ait in terms of sequence ard tine to reach certain

9 Projects : represant the partiaular segrecption of the prograns. They
have a limited reach ard clear directives relevert to mission ard time. *°

10. Budgets: «rgoresat the status of firencial resowces that are
assiged to gpeecific activities in a given perdad of time» . 3¢

11 Programming: isa type of plan thet inchucks the exsattion of activities
in an arderly and sequantial mamer ard in a definite perdiaod of time.

12. Rolicies :Aocording to Staer, apolicy is a gereral guide for meking
Cecisias. Rolicy sets limits far decisias, including those thet can ke
taken arnd excluding those that carmot e takens . *7

31. STONER, James. Administration. Prentice-Hall Hispanicoamericana. Mexico. 1984. p. 98.
32.  Ibid. p.99

3. Thid. p. 126.

%. Toid. p. 126.

35. Idem.

3.  Thid. p. 127.

37. Idem.
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13. Rules: <Rules are statenents that establish the actions thet may
or may not be taken under determined circumstances». *

14. Method: is defined as» the prescrilbed way to perfom a given task
with adeqete axsideration of the dojective, available facilities ard total
expenses in time, moey and effort>. *°

15. Standard: «Is a pre-established unit of measure that will serve as a
criteria ar referaxe lewel for perfomences. *°

16. Decision Taking: «Describes the process by which a path of actim
in dosen to give solubion to a geecific prdolam.» *

There are several types of decisions, programmed and non-
programred, each employing specific methods and decision teclniques.

M the other hard, decisians may be taken under canditians of certainty
(in where the results of each altemative are kiown), of risk (decisians
taken knowirg the prdosbility of the results of each altemstive), ad of
ucertainty (in where the prdoabilities of the results are sugoosedly
wknown) . *

17. Management of objectives: «Cmsists of a grap of famel ar
moderately formal procedures that begin with the establidhment of goals
and exterd to the revision of perfamence. The key of this process is that
menegers’ and persarel marbers have an active participation in all
aganizatiarl lerelss. *

18. Axiliary tedmiques for the plamirng: when it is to foresee the results
ar the processes, the science has provided certain tedmiques thaet facilitate
the taking of decisians.

The text authored by Lourdes Minch and Jose Garcia provides us with
a sumery of the main plaming and control teclniques.

In the first place they indicate the quantitative methods (gperation
research, sinplex method, transport model, assignation model, network,
CPM, PERT, RAMPS, similation, inventory models, Jamson' s algaritim,
arderirg prablam, wait line, came theory, decision branching systams) .
38. STONER, James. Administration. Prentice-Hall Hispanicoamericana. Mexico. 1984. p. 129.

39. TERRY, George and FRANKLIN, Stephen. Principles of Administration. Cotinental. Mexico.
1985. p. 184.

Ibid. p. 233.

STONER, James. Administration. Prentice-Hall Hispanicoamericana. Mexico. 1984. p. 151.

Thid. p. 171 and 172.
Tid. p. 137.

BEES
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In the secand place, they sumerize econamic engineering teclmiques
(achal value, recovery amslysis, kalance point, intenmal rebum rate) . Third,
they summerize the main qualitative methods provided by psychology and
sociology (Heuristic tecdmiques, Delphos, T-Group, goals and means
drins, ec.).® We can add persaial doservation tedmiques, interviews,
group dynamics, group therapy (transactional amalysis), methods and
tedmiques for evaluation of knowledge, attitudes, values, behavior, ec.

All plars, ke they strategic, qoerative ar tactic, even if they must possess
a certain order and systemic arrangement must always be taken as
provisiaal ad as guides of action. In other wards, they must ke flexdible.

Relevant to nommetive plaming, today we also spesk of situvaticwl
plaming, aotingency plaming ard strategic plaming, ard this is due to
tre cdterion of flexbility . In this sense, plans may ke modified in wole ar in
part in the light of intermal and extermal danges that may take place within

(n the other hard, plans nust ke realistic and viable, and well elaborated
fram a tedmical point of view.

Plan may be designed without application of scientific tedrology; a
manager’s decisions may be audacious, based on intuition and
accumnulated experience. But the results enter the realm of random and
possibility. Even so, they may achieve utmost success. Nevertheless,
while risk is existent, the most recomended thing to do is to use the tools
provided to us by science.

The organization process

Once the development plans of the organization have been formulated,
the most lagical thing to follow is the designing of the meterial and gysical
structire of sare, as well as the relevant intermal social processes ad
structure.

This desion also inplies decision taking, and presugooses the availability
of precise infometio provided by research. In this sense, it is fudamental
to proceed to a socio-teclmical diagnosis of the enviroment to
acknowledge: existent organizational experiences, results achieved,
available persarel, etc.

26. MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. Tdlles.
Mexico. 1985. p. 102.
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Three factors must be comsidered when designing the orcpnizaticnal
structure:

1. Sciopolitical.

2. Fuctiasl.

3. Tedmical.

The sccio-political factor: has to do with the aoosptians of power,
Is per this aoosption, thestnx:turenaybevertlcaﬂyorlrmzmtaﬂy
ariented, ar both. Tt may ke the nost rigid to the most flexdble.

Tre finctiael ad tedmical factor: has to do with the desion of the
functiarl structuare of the aggnizatio.

The main aocem of the desion of the orognization’s vertical dimension
is catered in:

1. Tre level at which certain decisians are taken ard certain behaviors
ocoorr accordirg to a role.

2. The aattrol dain lagth ar the ninber of levels in the administrative
hierardy.

The intemsl arcgpnizatianl struchure antrol tract is determined. *°

The desion of the functiarl ad tedmical dimension of the structuare
deals with the relatians that flow thraugh the aropnization.

This includes:

1. Work departmentalization ard divisio.

2. Gxmsultarcy lires.

3. Other structural procedures related with decision taking between
orggnization sectors, comiittee roles and interdepartmental teams.

Tre sociopolitical factor meterializes in the fam in which it is assured,

Aocording to this, the following typologies are established:

1. Liresr ar military argpnization: whens the decision taking activities
cocentrate an a single person who mekes all the decisians ard has the
kasic cotrol resoosibilitiess .7

MINER, John. The Administrative Process. Theory, research and practice. Continental
Mexico. 1984. p. 218.

46.  Idem.

47. MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. Tdllss.
Mexico. 1985. p. 124.
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2 Functional Organization: consists on dividing the work and
establishing specializatians so that each men, from the menager to the
worker, exeaute the least runber of functianss . *8

3 Linear-Functiawl Orgenization: a codbination of the previcus two.

4 Stff Opnization: (gpecialized casultancy) .

5 Comittee Organization.

6. Matrix Organization: Consisting of combining product
Jepartmentalization with functicel departmentalization. #°

Divisianl structires of a higher ar lower degree of decatralizatian are
also established.

On the other hard, organizations have been designed parting from
Tikert! s bading link aocspt. According to this aoncept «each menager is
the leader of his own work graup» *° ard at the same time «is a mamber
of the following superiar grogps. * Inthisway, the menager forms a bading
link between the two groups.

The system aoospt is useful at the time of designing a structure. The
systam would ke the agpnizarion itself. Within the argpnizatian’s interiar
we must identify the subsystens (departments or divisians) . Within the
Subsystars, we will have micro-systers, ard still within the latter, we
may have mini-systems.

All social structures are nothing but the delimitation, definitian,
standardizatian of roles, activities, tasks and conpetences carried aut by
seecific sdojects within the arganizatians; the delimitation gives ardgin to
the relevant subsystans ard the latter meke up the organization’s vertical
ard horizant al relatians rebwark. A relatians network nust be aonstructed
in a aarplete, hierarchic, sequential and carplimentary form.

Tn all orgenizatians we can identify the dependency and interdependency
relatians existatt between the parties.

Every system canpanent possesses its omn functianal value, according
to the position it st ains within the relatios netwark. A derge ar alteration
in ae of tham, inplies a darnge in the entire system. Due to this reasm,
we must foresee functiaml altermatives in a way that we can provide a
solution to ary system herng-up- Work division must ke flexible, never
rigd. To assion and train a person for a single post sears logical.

48.  Tohid. p. 125.

49. MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. p. 131.
50. MINER, John. The Administrative Process. Theory, research and practice. p. 237.

51.  Idem.
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Nevertheless, the organization must foresee immediate or tenporary
replacement or substitution mechanisms in those cases that an
individual is absent, or a subsystem is paralyzed.

If it is true that the system is the sum of the parts, each carpoent
reflects the nature and property of the former; hence, they merit

The basic organization related concepts: influence, power (of reward,
restraint, legitimate, throuch experience, referential) and authority;
anoepts relating to the cgpacity of an individual to achieve doedience
from ancther individual, be it through (nommative) restraint or by
consensus. Delegation: assigning to another person the formal authority
ad regoasibility to carry aut specific activities.

Escalatory principle: each person within an orgenization occupies a
seecific place inside the structire.

Comand unit: each person within an organization depends on only
ane superior.

Centralization: the concentration of power and authority at the
orcenization’s sumit level.

Decentralization: the degree in which decision authority and power
is transferred fram the higher levels of an organization throughout the
middle and lower levels of same.

Coordination: «is the process of integrating the dbjectives and
activities ar functicnl areas in arder to efficiently reach arggnizatiamel
goals». 52

Departmentalization: is the «Division and grouping of fuctions ard
ativities into goecific udtss. * A departmental typolagy is established:
functiaal, per product s, per teritary, per client, per process ar tesm, etc.

Organizational chart: «are graphic representations of the
orcpnization’s fomel structure, showing the interrelations, functions,
hierarchic levels, dolicgtions ard authority existent in same». **

52. STONER, James. Administration. p. 263.
53. MUNCH, Lourdes and GARCIA MARYTINEZ, Jose. Fundamentals of Administration. p. 117.
4. Ihid. p. 123.



€ Goo (NAPTER 11

Iralysis of Posts:

This tedmique classifies in detail the work to ke performed in a specific ad

impersonal work wnit (or post), as well as the characteristics, knowledge ard

attitudes that must be required fram the persmn working in said post. °°

Firelly, we want to poirt ait thet instances of decision and govermment,
ar of address ar exeatian, exist in all arganizatians. From the sociological
point of view, roles are determined ar prescribed accarding to the instance,
fram the so-called administrators and general menagers, passing by the
middle and line menagers, and assessing the roles of employees,
subordinates and workers.

Likewise, we must highlight the importance of the design of the
arcpnizatians’ meterdal, gysical ad eviranatal structhre. It is suporising
to leam how may of the maruals revised exclude this point.

Tts inportance is based an the fact that said structure also represents a
factar of adgotation of the individisls to the acpnization.

To desion the structure we must take into accart the followirng:

1. The distrilbution and ggorooriate disposition of space facilitates
interpersoal cammnication. Offices should ke designed in terms of gpen
ard not closed spaces.

2. Tre ninber ad quantity of individsels thet will perticipste in the
arcgnizatian.

3. The working ewvirament itself, recreatiawl spaces and hygiene.

4. Persawl sygoort services.

5. The omanental infrastructure of the argpnization, etc.

Generally, inox ewvirm little inpartance is given to these factars. It is
mistakenly believed that these represent needless and highly expensive
acsts.

Personnel inplementation and integration

After having executed the develogrent plans ard the design of the
acpnizatianl structare, the most logical thing is to proceed to meterdalize
these plan ard structure in reality . Fran this point an we will nove from the
thearetical plare to the action ar practical plare. In other wads, we will
move about in the exeartion ewiron with the dojective to achieve the desived
reqults.

5. Thid. p. 139.



GENERAL PROCLSSLS oob b7

Execution comprehends several momentums or processes.
1. Inplerentation of the crgenization’s material arnd social structure.
2. Tre direction of the process itself.

3. (mtrol ard evaluatian, each of which possesses its own specificity
ard interrelation with the others.

Revising the first: the menager must choose, acquire, purchase or
axtract the ghysical facility where the orgpnization will function. Then
he nust recruit, select, train and/or capacitate the necessary persamel .

Persarmel inplementation and integration supposes a decision taking
process on behalf of the manager. If it is tre thet this process must
take into account the criteria established in the plans, situations may
altermate in such a marmmer (against or in favor) that decision taking at
this level is indispensable.

If reality changes (costs increase, recent goverrment decrees,
syndicate pressure, persamel selection prdblems, etc.), the menager
cammot embrace criteria which in practice are extemporanecus and
that do not adapt to the new reality. If he would do so, he would be
rigking the argpnization it self fram the begimming. The manager, upm
acknowledging the circumstances, must implement control and
evaluation mechanisms, and according to the results of the analysis,
will take new decisions that now enable the deployment of the necessary
variations and adjustment. Due to this, persamel inplementation and
integration, the same as all other administrative processes, omstitute
dynamic, even dialectic acts, and mot mechanical or automatic acts.

The process of direction

The direction process, as usually amstrued in specialized textbocks,
is the process through which menagers and administrators, guide
organization members towards the execution of the orgenizations’
development plans and the consequent achievement of the results
initially praposed.

Conducting an organization is a complex task. Within an array of
different degrees ard modes, two extremities can be identified:
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1. Usirg persael criterda.

2. Ukirg sciatific criterda

The divecting staff’s enpiric experiexes may be of use in the first
category, easing the march of the organization. Nevertheless, that
experience may fall short when the dimension of the organization becares
of higher requirement, or when atypical phenorena appear, gereratirg
antradiction ar axnflict.

To use persael criteria as the anly to ke valid, will damrel the progess
into an ewvirament of random and uncertairty, ad its goplication may
brirg the aganization to tatal faihure.

To confrant this prdblem, we must apply scientific aporoaches of

The menager not anly mekes an effort to adapt the orgenization to the
awvirament, but he also tries to adgpt the individial ard the groups acting
within the aganization. The mereger must try to recaxile irdividal interests
with the interests of the acpnizatim.

The roles to be perfomed by the subjects are already known. Anyhow,
this is not enough because the subject, uderstood as an individual,
amstitutes a carplex world. He has his own prdblens, necessities arnd
goals, his o way of feeling, thinking ard behaving (traits, temperament,
persaality) which meke him different from the rest. When working at a
specific post, ke it as menager or as enployee, he does not harg his
particular world an the coat hodk at the arcgnizatians’ door ard anly kesp
ar his intelleciality ad gysical strargth. If this wauld ke so, the carpary’s
meregement, if exdsting, would be a sinple mechenical act. But it is
inmpossible in any social system to tgp axeeive individials of such rature.

On the other hand, we have that subjects are always carplex when we
take tham into accoat as social beings that kelayg to a specific social
class ar sectar .A diversity of heterogenecus social classes and sectors,
as well as social grags ar fractians interact within aropnizatians.

This diversity necessarily geerates stress, anflicts and cotradictians,
which should be overcare, healed or eliminated, when the management
implements appropriate mechanisms for integration, consensus,
socialization, adaptation ard social cattrol of those classes ard/ar social
grogps. These mechanisms having to do with the aultural world of the
organization, where values and norms core together.
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For this reasm it is fundamental to have a thorough knowledge of an
organizations’ social nature. Sociology and Psychology meke an
indigpensable aotrilution in this sense.

Three sub-processes are intimately bonded to the tied to the process of
direction: leadership, motivation and comunication.

A basic question that must be attended by the divection process is how
it can achieve that the marters of an argpnization cooentrate all their
effarts to the sarvice of their aploer? let’'s visualize the most logical
aspects. In the first place, the menagarent must diagnose the sources or
motives that inpulse an individal to wark in the arganization.

There are several psydological and sociological theories formuilated
over the notivation process. We have the Maslow’ s Theory of Necessities;
Herzlerg and associates Motivation or Hygiene Theory; Vroam, Porter
and Lawler ‘s Expectative Motivation Theory, and McClelland’ s Necessity
Mctivation Theory, ec. *

Maslow sustains that «there is a hierarchy of needs that act as
motivatiarl forces within the individual. These are: Paysiological nesds,
safety needs, affiliation or acceptance needs, and needs of esteam ard
self suocess». ¥

Alderfer ‘s point of view is similar to Maslow' s, ez ablishing three types
of necessities: «existential, relatiarl and growth necessitiess. *°

Herzberg explains that an organization conprehends several specific
factars thet affect an individel’s sarisfaction ard notivation. He adds thet
maintenance or hygiene factors though not notivating the worker, produce
dissatisfaction when absent, whilst factors with a labor contents
(achieverents, acknowledgments, progress and challenges) are the true
factors of motivation, arnd thet these may or may not produce a sense of
satisfaction. *°

Vrxoon, through his Expectatias Theory states that «persons are
motivated to execute actions towards achieving a goal in the measure that
they expect that specific actions performmed by them, assist in the
achievarent of a desired goal». *°

5. KOONTZ, Harold et al. Administration. McGraw-Hill. Mexico. 1984. Chapter 22.
57. Tbid. po- 533-534.

58.  Ibid. po- 536.

59.  Tbid. po- 537.

60. Tbid. po- 538.
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Finally McClelland, under a sociological focus menages to explain
three types of basic motivatiaal necessities in individuals, these are:
power, & filiation and achievement. ©

Having knowledge of the psychological and sociological dimensions
of motivation, menagers must then create institutional mechanisms
capable of satisfying individual needs and goals, hence maintaining a
high level of motivation for work.

Yet the motivation prdolem does not finish here. We must take into
accomt, an the other hard, the fields of social relatians given within
the organization. Whatever the social bases on which an orgenization
is amstituted, there will always ke divecting persamel and directed
persamel, bosses and subordinates, authorities and non-authorized
personnel; from here we have the phenomena of leadership and
comumication. Motivational processes are also borm from these
relatias.

When an orgenization is established, the functions of each member
and execution functions. But this is not a guarantee that organization
members will work in an adequate manner.This is the reason that we
must study the leadership process.

n all social gragpes, there are individuals that due to their persanl ar
professiaal traits becore legitimate representatives of a group, ard
hence, this gives base for them to direct that group. These individuals
are referred to as «leaderss.

Relevant literature provides several theories dealing with leadership.
Sore refer to different focuses an leadership; others, deal with the
styles ar fam of divectiom.

There are three views of leadership: at first it wes thought thet a
leader was a person born with certain psychological and social
draracteristics that placed said persm in caditians to efficiently direct
any social group. The extreme case refers to the charismatic leader
explained by Max Weber.

This argurent was used to select the persamel of an organization.
But the force of reality indicated that it was impossible to find subjects
with said daracteristics. Another direction was taken. On other words:

6l. KOONTZ, Harold et al. Administration. p. 542.
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A leader may be formed. The subject needed anly to be trained to dotain
the knowledoe, abilities and skills that axe acguired authorized him to
direct the acpnization in a more ef ficient mamer . This conosption generated
avest cllection of texts, goecially in the Thited States. Book Shops were
flooded with titles such as: <Ten lessons to becare a successful leaders.
World orggnizations were created and dedicated to impart leadership
courses. These courses aotain suggestions that go from how to have an
adequate behavior, to how to ketter divect work tears.

This posture has been assured by many organizations. In fact, it has
bared fruit, when inmpeding enpiricism, and the pure experience of
managers.

Even so, it was determined that the leadership phenarenon possessed
other dimensians. Research detected that efficient leadership deperds of
the antext within which gpecific relations are given. We carrot spesk of
leadership in a sirgle sense, for exanple, according to the formal power
that an argenization designates ypm a suoject, ke this individel a general,
middle or line menager. It may also depend of the degree of knowledoe
ad abilities that an individual possesses within a gragp, or his persanl
affinity ar power of influence or reward he may have, etc.

Leaders are also produced at infomel levels, for exanple when specific
individuals defend the interests of enployees ard lay workers.

W e have explained the three basic leadership styles: Autharditaran,
Darocratic ard Iaissezofair s

Tre first refers to a sirgle linear fam of directing the arcpnization. This
style passes through an excessive cantralization of decisians an behalf of
a reduced group of persans, without taking the mejority into accoat. This
form may be identified by the characteristic way in which menagers treat
employees; submitting them to harsh marmers which many times ends
up offending and humiliating subordinates, even reaching a state of non-
comunication.

Cotrary to the fomer, we have the damocratic style, which sugposes
decisions will be taken in a shared marmer between menagers and
subordinates, thus creating a climete favoreble for the develgorent of
work.
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Tre last style is the gyoosite extrare to the authoritarian style, ad
stresses that everyane in the orgenization may act as they wish while they

Sare authors may believe that these styles may be combined; others
are radical. To axr judgrent, the style will be inplarented according to
the argenizatian’s mature, aor acoarding to the aoncesption of the predominent
individual. MdGregor explains this phenarenon through his two great
theories (the X theary ard the Y theary) ; William Quchi has also given his
explanatio through his Z theory .

The X theory cmsiders men as a being that hates work, arnd hence, the
carparty must constantly dare him. Theory Y parts fram the principle
that men does not dislike work. If the work amstitutes a sorce for men to
satisfy his necessities, then he will perfam the work without prdolars.
This theory sustains that man is capable of assuming his own
respansibilities and developing his own capacities. In this sense,
menagement must seek to create apporapriate caditians for the integration
of the manbers to the organization. .

W illiam Quchi, when proposing his Z theory, mekes reference to the
efficient mamer that comparny’s are menaged in Japan. This theory
sugests that « the key to hidner praductivity is to inply the warkers in the
process itselfs. © Tn ader to d o, it is necessary to include the factar of
trust as a strategic elearent for menagarent, trust among and with the
warkers; ard the attation of their social ad perticilar interests. n the
other harnd, the corplexity generated by humen relations within the
copary is fully acknowledoged, as well as the need to constitute work
groups that assure the respansibilities of the units they have been
assigned to. Work divisians are not coxeived in a particular fom, but
sooially . Mutual cooperation between each and every organization menber
is prawted.

Al lesdership thearies take us to the uderstarding thet throghout histary
different criteria have been used to establish how a camparyy should be
menaged. The purely economist and hedonist positions and theses have
been left behind in regpect to both owners and workers. The humen factor
is now accepted as the key elanent for productivity ard efficiency of the
62. McGREGOR, Douglas. The Human Aspect of Enterprises. Diana. Mexico. 1982. p. 57.

63. OUCHI, Willian The Z Theory. What can companies do before the Japanese challenge? Orbis.
Spain., 1982. p. 14.




GENERAL PROCLSSLS oob 63

This trend goes further that the economic prdolem arnd penetrates the
political problem. Companies, even govermments, have made much
progress in regpect to criterians dealing with worker perticipation. From
here, we have the Co-Management and Self-Management theses.

Efficient leadership is exerted tlrough commication.

We understand comunication as the process by which an information
exchange is produced between two or more individuals.

Within an organization we can identify two types of comunicational
processes: a structural process and a huen process. The first respods
to the vertical (uowerd ard desoending) and horizatal flow of informetion
that take place amoyg the subsystems of the orcgenization.

In orgenization can ke perfectly designed, but if its commication
mechenians fail, a dispersal of the argpnizatiarwl structure will necessarily
occur. In this sense, comunication should be understood as a structural
coponent, as well as a functioal component.

All orgenizations must foresee an information and comumication
subsystem which contenplates, among other factors, procedures for the
reosptian, amelysis, storage (codes ard files) ard sading of the informetio.
Specialized persarel, capable of inplenenting aporopriate tecdhmologies.
To standbrdize the times limits of informetion flow amog the subsystens,
&C. 64

On the other hand, we have what we call humen comunication, and
here we must go back to the styles of leadership. This type of
comunication implies the establishment of social mechanisms for
integrating, adapting ard providing persarel with a sense of argpnization
menbership or pertinence.

Maregers gererally think that they are familiar with their workers while
staying behind their owmn desks, just kecause they provide reports ard
infametim to him of the activities carried at. This is a serdas enar.

The organization is submerged in its own cultural world, hence
comunication inmplies a humen interrelation, consideration of the
enployee, sharing comon experiences, values and attitude. Once again
we have the importance of leadership and commnication.

Interpersonal commication also becores a motivating factor. The
worker is not anly notivated throuch salary or wece raises, or by providing
attention systems (i.e.: medical assistance), or improving working
aaditions, ut also by establishing mitual commnication. This is the
samre of effective warker participatio.

6. MENDEZ Q., Evaristo. Towards a better communication. Ia Universidad del Zulia. Faculty of
Economic and Social Sciences. 1986.
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The leader is not a nere grogp director, he is also an advisor, a giide
ad a fried.

Comumnication goes beyad the formmal limits of the organization,
touching the persorl ard group world. Henee it is a strategic agoroach to
take the syndicates and associations into accomnt. These informal
structures may ambiguously affect the efficient development of
arcpnizatians, ut it would ke a hige error not to axsideration them. A
permenent comunication must ke maintained with these entities, this in
arder to achieve an adequete perticiparion ot anly in relation to the wark to
e eseated, bt also in relation to decisian ard aantrol.

Definitively, a aarbination of the three sub-processes herein mentioned
(leadership, motivation and comunication) not only weke possible the
develaorent of the administrative processes, but also of the orgenization
as a wple.

The control and evaluation process

In g=eral, as of the moret thet an argenization kegins its activities,
until they end within a specified period of time perdad, there is an inperdcus
necessity to accurately acknowledge:

a. If the results achieved by the arganization correspad (ar do k) with
the expectatians of the previcusly fomilated plans (effectiveness) .

b. If the results thet were fareseen ard achieved carrelare (or not) with
the means and resources used (efficiency) .

c. If the amenization respads (arnot) to the nesds of it s society. (sodial
effectiveress) .

d. If the processes ad activities thet were fareseen aorelate (or not)
with those actually executed.

e. The causes of the prdblems and deviations that inmpeded the
achievament of the argenizatian’s plans in each of the previcus points.

f. Frelly, recomending the changes and adjustments required far
inproving the caditians for future develogrent.

A variety of names have been given to the entire previocus process.
Sare authors call it the aotrol process, others, evaluation process, ad
still others call it the aotrol ad evaluation process.

The control process considers that those regponsible for the
arcgnizatian’ s direction nust e ready to aottiruously verdify if their plans
are being executed or not. The evaluation process refers to the process
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through which after amalyzing the orcpnization, the menegers issue their
Judgment, based o previcusly established criteria or parareters, relevant
to the codition or situation encomtered by the argpnization at a given
moment .

Steps of the control and evaluation process

The aontrol and evaluation process aarprehend the following instances:

1 Requisites:

a A paxpose, dojective, strategy or ary decisian assured in the
plaming, organization and direction must be previcusly
establided. (Cdterda I).

h A standard or specificatians plan is established relevart to the
faorm or cotents that the results to e achieved should have, be
these products, services ar processes. (Criterda I0) .

c The strategies, methods, tedmiques and procedures necessary
far the evalietion are elaoorated. (Criterda TTT) .

d The time or instance for performing the evaluation
(progranmirg) . (Criterda IV) .

e Organization members are motivated and prepared for the
evaluatian. The persm or persons neking the evaluation will e
specified. (Crterdia V).

2 The evaluation process.

a The results achieved nust ke analyzed (carparing, contrasting,
relaring) agelying the previocusly agreed criterians.

If finding deviations, the causes for same must be immediately
assessed.

This process requires support persarel arnd informetion systems.

3. Evaluation results:

Hralysis results and caclusians are issued. These will permit feedoack
to the entire adninistrative and arganizatiawl process.

The previcusly exposed stages allow us to define the sogee of the cantrol
ard the evaluation process. Possessing autonany and specific attributes,
it is corplarentary to the other adninistrative processes.

Sare authors, when calling attention to the necessity of evaluating the
institutions, lose foous of the administrative processes of research,
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plaming, argpnization, integration and direction in their argurent. Thus
evaluation may ggeear to ke an incoprehensible and extremely difficult
tagk, frequatly being anfused ad taken as if it were in itself the atire
administrative process. On the other hand, these authors assume
evaluatim as the most inportart: of all of the argpnizatians’ activities.

Evaluatio then cares to ke taken a fashio: evaluatiom is everything.
This recalls us sore seven years back when the same phenomencon
happened with plaming; and then, plaming became everything.

We must not go alayg with this. We must view the orgenization as a
whole, identify its developrent areas ard administrative processes, ard
place the aatrol ard evaluation process in its fair dimension.

The evaluation and control process has also been cofused with the
research process. The famer evolves in the field of nome. Taking place
according to the parareters established by the argpnization itself. Tt uses
research as a ddagnosis tool to study prdolems and deviations that surge
in orcgnizations at a given movent.

While research, as an administrative process, gives more specific
attention to the organizations’ prospective develooment, providing
infomation relevant to the denges taking place within and aat of the
acpnization. Tt is not siojected to parareters. It is freer.

Tre difference is the sense that is given to each other; not meaning that
they have a carplementary relation.

The evaluation and aontrol process lets us assess an organizatians’
social effectiveness, efficacy ard efficiency parting from progranmetic,
political ad strategic quidelines formulated by sare.

Tre criteria ypm which the social effectiveress, efficacy ard efficiency
of an crgenization are defined depernd an the rature of the arcgnization in
questia, as well as of the coweptio it has in recprd to the huen beirg.

The sare results will not be dotained goplying a sare criteria to an
ecaanic acpnization ar a political ar civil aropnization.

Wen criteria are established in an argpnizatian, or when said criteria
are assured as inplied sugpositians, it is hard to gpply direct cotrol ard
evaluation. The wisest thing to do is to carry aut a diagnostic aralysis, ad
lae, deparding an the result s, nomelize the whole adninistrative process.
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Types of evaluations

a Logical evaluation: refers to judgments expressed in a
docurent  (plan, program or project, etc.) parting from a logical order
criteria (campcnent hierarchy and relations), internal ccherence
(dosence of contradiction), camplementation (all elements and their
relations are dependent or interdependent of each other),
correspadence (all elements ard their relations are relevant to each
other in a certain order), copleteness (the docurent must contain, if
ot all components ard relations, at least the most important), and
firelly, the approaches and methodologies (specifying how an doject
will be boarded, and the tests and evidence required to validate the
knowledge contained in the document) . The logical evaluation may be
a document made by several co-authors. For example: the development
plan of an orcpnization is evaluated, ard then, it is ocompered with the
organization plan.

h Initial or entry evaluation: the state of a specific phenomenmn,
prabolem or process is evaluated according to a model, before suffering
a new transformation.

c Process evaluation: Both partial results as well as the
accamparnying processes and activities are evaluated. The purpose is
to determine the measure that the foreseen plan have been achieved,
detect possible faults ard suggest tinely corrvectives. It is a type of
formatianl evaluatio.

d Results evaluation: firal results are evaluated as well as the
activities ar processes fulfilled thraghaut the etire adhinistrative process.

e Intemal evaluation: the acpnizatias’ intermal, pertial ar firel
processes are evaluated.

f External evaluation: the environmental processes and
phenorena that influence or affect the organization are evaluated.

g Formal evaluation: Only the formal aspects or procedures of
the organization are evaluated. Example: The pedagogical evaluation
of a study program.

h Contents evaluation: Only the substantial agpects (results ard
processes) of an organization are evaluated. Example: the
epistamological evaluation of a study program.

i Integral evaluation: both the formal aspects as well as the
cotents of an organization are evaluated.
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j Tecmical evaluation: refers to the evaluation made parting fram
siatific adteria (@tiaslity, systam aoplicatian), using specific methods
ard tedmiques.

k Quantitative evaluation: is a type of tedmical evaluation perfarmed
with variables that can e measured or quantified.

1 Qualitative evaluation: is a type of tedmical evaluation nede with
the pupose of providing not quartitative, but suojective, sdostantive ard
padering judgrents, including types of general interpretation.

m. Social or humenistic evaluation : when the caditio, rature, value,
attitide and social behaviar are evaluated.

n Evaluation of the evaluation itself : amsists of a process of
reflettion ar s=lf-aalysis related to the emlietion itself, if it is realistic ar
oL,

Qa Sequential or partial evaluation: the apnizatiom is evaluated at
different marents or stages, selecting specific areas or processes within
each stage.

r Priority evaluation : the argpnization is evaluated perting from sare
pradolens which are aansidered of priority to resolve at a given morent.
Forms of evaluation

Tre evaluation, according to the social mature of the argpnization, ard
acoording to the daracteristics assured by the divection process, may
e

a Directive: when the arcpnizarion is evaluated parting from the divect
ad exclusive intervention anbghelf of its directives, ar when these delecgte
their regomsibility an a comissian.

b Base: wen the evaluation is bom and directed fram the kase of the
acpnizatias’ structure.

¢ Participative ard integral : when the argpnization is evaluated with
the direct iIntervationof all of it s members. According to this, the evaluation
may be understood as a «oo-evaluatian» (directors and non-directors) or
auto-evaluation, when each member of the organization assumes the
respasibility of self-evaliation.

d By consensus: the argpnization is evaluated parting fram an
agreement or engagement between the formal leadership of the
arcpnization ad the subsidiaries ar affiliates of sare: autharities, guilds,
political perties, associatians, etc.
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e Advisory: when an orgenization is evaluated in a directive or
participative fam with specialized tedmical assistance in the evaluation
area.

f External : the evaluation process is mede by a conmission of experts
that do not kelayg to the arggnization.

g Intermal : the evaluation process is made by members of the
arcgnizatian iteelf.

We wish to indicate ance again that when we spesk of types ard forms
of evaluatians it is because we assure that the orgenization has previausly
established certain criterions and parameters. Otherwise, we would be
speaking of types ard forms of diagnostic research.

Tre aottrol and evaluation process nust e pertinent, viable ard flexdble.
Tt must be uwderstood as ancther sub-process within the administrative
process.

We also sustain that the evaluation process must not ke ccercive or
pitive, but fometiasl, specifically in relation to the huen resowrces
active in the arganization.

The control and evaluation process uses determined methods,
tedmiques and procedures that are related with those used in plaming,
arcpnization and divection processes. Also adding certain area goecific
methods and tedmiques such as for financing, through audits, and using
raw netter of an informetiaal type, such as reports, mamorandums, files,
.

Firelly, we will indicate that the foms ard types of evaluation may be
aabined. Tt is a decision of the menegament how it will go abaut this. The
axitrol ard evaluatio process, if assured as part of the adninistrative
process, will be inplarented in the entire argenization in the most normel
manner, fran the plans familated in each ard every area, to the results
achieved by the organization at a given morent.

THE DYNAMICS AND DIALECTICS OF MANAGEMENT PRACTICE

The logic expressed in the previocus section enphasizes certain
sequences and continuity within the menagerial processes that have
been occurring as of the organization’ s foundation. However, axce the
orgenization is fully operative, these menagerial processes begin to
similt anecusly overlap and intermingle with each other .This represent s
a dynamic that must be understood and assumed by
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general, middle and line managers alike, on a daily basis, when
materializing or executing those processes, specially when the
organizatian’s intermmal and extermal reality is under aontiruous change.

If it is tree that general practice is sugported an ratiael ard systamic
aporcaches providing scientific ar social theories, it is also true that
when totally new crises appear, managers nust immediately provide
a most efficient ard effective regponse to anfrant these new situatians,
either by reorganizing or meking total changes. The manager'’s
dillenge will always be to maintain the stability and developrent of
the orgenizatio.

Managers must possess an adequate scientific formmation, but at
the same time must be creative and reasonable when encountering
new circumstances.

They must, for exanple, execute the strategic plans without losing
the perspective of changing situations. They must be balances when
organizing and directing, always keeping in mind the nature of the men
wder his responsibility. They must control, evaluate and issue
Judgments according to criteria established by the organization, always
meintaining a flexible aporoach.

The dialectics of reality definitively inply that menagers must build a
permanent balance between administrative and organizational
processes, between enviromment and the men participating in the
processes.

The present day situation of American companies before Japanese
and German companies when referring to ef ficacy, € ficiency and
productivity is an alert sigmal that inplies that both menagers and
scientists must give nore thought to reality and menkind, than to the
mere need of increasing the orgenizatian’s profits, or just for achieving
e ficiency which has taken us to technocracy.®

During the last decade, both management theories and practices
have been reoriented to models that take into account global
envirament risk factors, custarers, quality and carnpetition, employee
professionalism, and most of all, the role of women in leadership

65. PETER and WATERMAN. In Pursuit of Excellence. Norma. Colombia. 1984.
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processes, teamwork, telemetics ard the intemet, or the conformation of
the society of knowledge; however, management processes are the same
in all organizatians, but the enphasis and inportance of ae or ancther
elanent depard of the aaditians for the goplication of these to a specific
antext, as well as an the paradign or theory where they are defined.

WHATIS ACADEMIC MANAGEMENT?

Academic Management aonstitutes both a science and a social practice
thet has the dojective of first explaining ad later refaming ar darging the
educative orognizatian.

Academic Management derives from General Management and has
the dojective of carprehending the specificities of the structure ard
functians of the educative system.

The goal is not to gpply in a mechanical mamer the management
principles that have sucoeeded in the ecaxmic enterprise field, it to
bring together a set of universal scientific principles and processes
expressed through logic ard dynamics, and relate these with the logic ard
dynamics of the educative organization, in which we must necessarily
amsider:

1. The menagement models and paradigms elaborated to this date.

2. The evolution of aulture, science and study program models.

3. Tre diversity of actars thet perticipate ard achelly axstitire the
academic sector, it also the political, guild, comnity, goverrmentd
and comparty actors.

4. The sociopolitical aotext of which the educative system forms part.

Academic Management constitutes a subsystem within the educative
agmizatio its functiom is to gerantee the ef ficeoy,  ficiewy ad social
effectiveness of this organization. Most of all, when a wiversity is
autonomous, democratic and popular, academic management must
guarantee this autonamy, davocracy ad popular availability in a scientific
and technical mammer. It is not meant to goply measures of segrecption ar
to limit perticiparion. Tt is amedeniam far the intenel ad extenel integration
of the argpnization. (See illustration 3, page 56). @
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FroM THE POLITICAL-SOCIAL PARADIGM
TO THE ORGANIZATIONAL PARADIGM

The gpplicatian of the political-social paradigm brought forth the
acceptance and instrumentation of the bureaucratic, centralized,
systemic, cybemetic or functional linear orgenizatianal paradigm that
is proper to modemity .

The logical fundamentals of the latter are very sinple:

1 A amstitutive grogp of the orgenization.

2 Conforms a directive committee.

3. Fram here, the following categories are amstituted:

a. Divisians

b. Sections

c. Departments
d. Thits

4. The persamel are later recruited according to the function they
will perfam.

The vertical and relational structure (line of comend) of an
arcpnization is expressed in an argpnization dert. In this illustration,
the deperndencies will have a higher or lower rank according to the
location (superior, middle or lower) they have in the orggnization chart.
The higher ranked dependencies (those at the organization’s summit)
have the power for strategic decision (they decide on the future
development of the institution). Lower ranked dependencies are in
charge of the tactic or goerative execution of the decisians. Within this
structure there is s superior will to which all owe doedience. Likewise,
all is calculated, plamed or foreseen according to the directive
comittees will (a sort of previcus messianic designation) .
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T1lustration No. 4

Master Organization Flow Chart
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This dominant orgenizational logic was assured by the Venezuelan
State (with sare fam vardatias) in all of its ministries, dependencies and
institutes, including in the entities having to do with health ad education.

First of all, the thesis thet we will explain in this dyoer is tet the
orgenizational paradign herein treated impedes the develgoment of the
Verezuelan educatiaml system at all the levels; secad, this pattem
produces perverse effects in the motivation, adgptatian, socialization ard
behaviar of all of the marbers of the apnizatio, ke they professors,
students, enployees, lay workers, even actianlly and physically affecting
the educative authorities; ard third, awe the persarel has been affected
an indefinite vicicus gycle is crested in which everything tim into an destacle
for everything, without this phenarenm being expressly conscicus.

In such a comtext, any reform ends up reinforcing the model or is
eliminated by it. The anly way that academic change ard immovation is
possible (as we will later explain) is derging the logics of the argpnization
and hence, the paradignm.

THE AUTONOMOUS UNIVERSITY ORGANIZATIONAL MODEL
(Piblic State Universities)*

To dammnstrate the exposed thesis, we will begin by anmalyzing the
nometive and enpiric orggnizatianal model of the autanomous universities,
soecifically thet of «a Universided cel Zulia» (*Zulia State University) .

The IUZ Organization Marual was used for this purpose.

The Organization’s Master Flowchart

I iThsration M. 4 (page 9 of the Orgenization Marual) we doserve the
vertical acpnizaticrl structore of the wniversity. It is a coplex stmucuare
inall of its positias.

We doserve that the mexdmum authority is aoncentrated in the University
Gouncil ad the Rectar-President; in a pyramid illustration they are located
in the superior vertex or sumit as indicated by sore authors. The
ramining instances being in the lower parts of the pyramid.

Tre flondert indicates thet the arganization is linesl ar functiael ad it
is the sare figure of the 99 ramining flowdherts of the marwal in referance.

6. LA UNIVERSIDAD DEL ZULIA. University Coucil. Organization Manual. 1984.
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Although the desigrer uses gmll letters that are ot indicative of the
hierarchic levels, in the introduction of the doaurent he irdicates thatc:

The doject of the marual is to show wniversity integration in reasm of the authordity

relatianships established by the ILaw of Universities and the Resolutians issued

by the Uhiversity Council. ¢’

This information is more than enough of a reasm to amalyze the L.U.Z.
L.U.Z. ORGANIZATION DYNAMICS
Legitimacy of the rectorate authorities

The far rectaral authordities (the Rectar, tte Academic Vice-Rector, tte
Adninistrative Vice-Rector ard the Secretary), as well as the ten Deans,
are regpectively elected by the cloister (Professor ard Student University
Assanbly), or by the Faculty Assenblies.

Having been elected by a qualified kase of professors, students ard
graduates (see articles 25, 30 ard 55 of the Iaw of Uhiversities) they are
legitimate representatives of the will of the camunity, the latter being the
etity to deey ad aarply with. Two danocratic principles are applied:

Tre legitimecy of the authority ar official gives aedikility to his actias,
since he has been elected by the mejority or by aasent of the wniversity.

The authority, are elect rigt filly, an the base of a political agreament
of the marbers of the cloister or assawly, it becores a normative
athorty, ad it correspads him, therefare, to exercise the position ard
the functians ard correspading attrilbutians lecplly.

Also legitimate are all the manbers elected to the Thiversity Gouncil,
the Faculty Councils and School Councils.

Ralitical participation is of vital inportance at this leel, novirg the etire
comunity to decide an the aontinuity of the style of govenment.

Tre prdolem of political participation is the moxpoly of wills thet join
together with a political party ar grop of voters. Cociat voting, and ot
the act of suomitting a sirgle wote, nust ke a daxocratic ack. Rolitics is a
process thet must alvays e aorplied with., But it is fatal for political parties
ad the educative institurion if used as a tool of restyairt.

7. REPUBLIC OF VENEZUELA, UNIVERSIDAD DEL ZULIA. University Council. Organization Manual .
p.3
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The Rupture of the Organization’s legitimacy

However, inthe uiversity, integral arganization legitinecy is brdken axe
the Rector designates, either by persanl or group agreament, the divectors
of the central dependencies ard the different University Comcil Work
Committees.

ILegitimacy is broken because the new directors were designated
apolying a mechenism different than that used to elect the rectorate
authorities: they are ggoointed according at the Rector swill. This dees
ot carespad to the will of a kese of individels thet perticipated in an
electaral process; ror to acpnizaetiawl criterians.

This situation has a necprive effect on the comunity, the directive
board, still possessirg sufficient credentials, does not represent geeral
will, not even within the grap to which the desigmated director belags.
Since there are a variety of graups and fractians, each ae kelieves to
have the best persm to exert the post. Discontent mekes its way through
ad the directars will fird mejarity acosctance a hard thing to core by.
Credibility in their actias is lost ad this is a vital deraderistic to eert a
post.

The previcus doservation however has a social-political mature. Yee it
gets conmplicated when we evaluate the degree of responsibility and
doedience an bedalf of the divectars. These atted to the interests of the
persans that designated them and not to the interests of the comunity of
the deperdence they were assigned to. A clesr separation between the
organization’s base and super-structure occurs. Hence solid developrent
plans or actians to gotimize arganizatianl efficiency are seldom praoosed.

Aocording to this, the secad level of legitinecy, called by the auttor:
legitimacy feedoack, does not ococur, since the higer levels do not create
a direct link with the camumnity. Decisias do ot take the comunity into
accont, ard anly atterd the needs of the comending group. Legitimate
authority exists mo more ad a nometive ar abiding authority is installed.
Manbers of this nomative authority becare an elite within the university.

This situation also occurs in the Faculties, when the Deans name School
Directors, Research Division Directors and Postgraduate Directors, etc.

If the medenism used to elect for the Rector is legitimete, all other
authorities nust ke elected by a similar process, or by indivect processes,
such as: credential evaluation or proposed management program
evaluation; they may be chosen by criteria dealing with accumilated
experience ard formation acquired through Academic Management or
anrg a group of cardidates which count with the previcus requisites.
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Power and legitimacy

The prablem corplicates when divectors, lacking legitimecy, also lack
strategic decisian power ALl functians becare suamnitted to tactical (sactim
ariented) ard goerative (direct plan executian) .

In the case of Central Directors, all decisions are ultimately
acknowledged either by the Rector or the Vice Rectors. Thus

School Directors ard directors of other Faculty deperndences are not
legitimate, ard their decisions (if meking them) are subject to ggoroval am
behalf of the Faaulty Dean ar Faaulty Council.

They are ot real divectars, just supervisors thet reoresat a superiar
power of decisian. This is anly ae of the fuxtians an Academic Manager
must fulfill, aswewill later eqlain.

Qur Directors, not having strategic decision powers, eventually becore
disnotivated, since rno metter what they do, superior instances will always
erd v hevirg the firal truth.

In regard to Department Ghiefs, these do possess a degree of legitinecy
upn achieving the post through a non-direct marmer, throuch aoncourse.
Yet they lack power, tleir decisiay s being suoject to Faaulty Council
approval . Consequently, department mestings are not pericdically held,
nor are School Council meetings. Ad when they firally meet, they actually
camet decide arything.

Faculty Councils, specially the Uhiversity Council, do have weekly
sessians, since the Iaw has issued these entities with the power to take
strategic decisians. Both being at the sumit, ard isolated fram the base,
becare exposed to extra-institutional interests that determine the
Cecisias they take. For exanple: political parties ard groups inpose their
criteria. When this hapgeens, the entire argpnizarianl structre crnunbles.

Now, what would hapgpen if all line menegers, from the bese, such as
Jepartment chiefs and middle managers as well as Directors would have
strategic decision taking power? Would this not denge the direction of
the path of the instititdan?
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Rupture of the Command Unit

In practice, when an instance is anly able to meke partial or provisiaal
decisians, or acts as a middlaren for a fimal decision, the lower instances
ar maners tad to nypture the comerd lirne due to persanl or institutianl
necessity.

Explained: when we have a boss, of lets say department X, who carmot
meke a aonclusive decision, and upon suomitting the prdolem to the next
imrediately superior level of comerd ard evidencing that it can neither
give a definitive decisian, yet the boss has an wroent need to leggplize the
decisian that will solve his prdoleam, then, he will take the ascarding road
within the argpnizatiarl structire until encoantering the authardity who does
have the power of decision to solve his need. When firding this way, e
becares a new superior boss. Now we end up with not ane, but two or
three superior bosses.

In this search, the informel system officials, understood as office
politicians do their wark; since they are basically extra-institutianl badsd
to the aganizatian, they end Up cresting a parallel aopnization thet inposes
itself over the fomel organization. They also persarlly bad those bosses
requiring agoroval of previaus decisians.

We have a non-integrated arganization that tends to be inefficient. The
comerd it can anly be maintained when counting with cone specific
boss.

In the case of the matrix structure (ramenberding that this structure has
a horizatal, fuctiarl mebare rather thet a hierarchic ar vertical repoae),
there are two bosses, both these are two officials that keep the comerd
it active, expressly desigmated for this parpose.

The case of the commissions

General Comiissions or Faculty / School Comiissions are other
substructures that are parallel to the university . They aanstitute ae of the
means by which the command units are broken.

We do not know if these are normative or executive comissions, or
both. For exanple: the Faculty Study Program Commission. Is it supposed
to regulate ar advise the Faaulty Gouncil or direct each Sdhool’s study
program process? The aarplexity of the metter is evident. Due to this
reasa, the comission end up not doing nothing, or sinply, wordkdng with
no effectiveness, since the members of the commission have no formation
ar resoces to exeate their jdo.
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The comissians needed to resolve a very gpecific prdolem in a gpecific
entity end up as pemenent camissians. They tum into structures that
are parallel to famel stnctre de to the fact thet the latter is oo aciat
thet it camot respad to the neads of the faaulty, ad to solve this netter,
the comissions are designated axe every three years to board a gpecific
prablem. The designation itself consures an enormous amount of humen
resources. Within the faculties, sare eight or ten work camissions are
formed, these are mede up by a variety of mencers that reflect the road
anplitude of the new menegenent; fifty, sixty or sevanty professors are
designated in these conmmissions.

A faaulty with ten or twelve camissians represents another organization
network that requirves coordination and sugeort. Not being foreseen as so
in the law, they tum into parallel smctres. This situation generates the
pradblem not anly of resource aosunption, but it takes away functians,
authority ard power from the line menegers. The systans users or goerative
Jeperdencies, instead of consulting their immediate bosses, end up
consulting the comissions. Hence the camerd wnit is broken. As an
exarple: a professor requiring a sdolarship, knowing that this informetion
is in the hards of the Head of the specific comission, ard not in the
hards of his omn boss, and knowing that it is the former perso, who must
formelly meke the proposal to the Faculty Council, factually acknowledoes
as boss, the Head of the Scholarship Comission. Likewise we have the
cases of locatiom, study program, dedication charges, activity amalysis,
sadoatical years, etc.

When we take away the finctions of the line menagers, these will aonly
e able to exeaute routine administrative and process functians ard will
ot be able to truly menage a dependency .

For this reasm, the fomel or informel dispersion of functions inpedes
the integration of the key deperndencies.

We nust indicate that the idea is not to limit or frame the comerd
wnits in a single plane. Professors ard students mey consult arty oammend
it official. Wt we wish is to trily establish the camerd wnit thar does
ot exist precisely dee to the fact that it has an att-phased agpnization
structure incgpeble of perceivirng the faaulty’s nesds.

Rupture of the control chamnels

Due to the fact thet the superior instances always have the last word
when verifying the agoroval of a decisian, it hageens that the Rector, te
Vice-Rectors and Deans do not anly have the ultimate control of power
ad fuctias, it also the will of officials thet are uder their direct catxal .
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The aatrol darel will indicate a goecific nuder of officials thet will
ke needed by an authority for him to ke able to exeaute his work in an
e ficiet ad ef fective mamer. The control charmel may be conformed by
eidht, ten ar twelve exeautives if we refer to a meximm authority, aryp to
twenty if we are spesking of a line menager.

Gipsan and other authors point aut that in order to determine an gotimm
axtrol team it will ke necessary to amsider, at lesst, ssven factars:

. Similarity of the fuxtias.

. Geographical praxdmity of subordinates.

. Caplexity of the fuctians.

. Required ccordination.

Tnportance, aoplexity ard time schediile for plaming.
. Qrepnizatianl assistance received by the supervisor 8

The authors mentianed also indicate that a control team may ke enlarged
or reduced according to the runber of relationships generated by the
rinder of subordinates. In this way, the larger the rinder of subordinates,
the larcer the ninber of relatianships, since this relatim incresses in a
gearetric form.

Within an orgpnization we have three types of relatians:

1. Trdivid el relatias.

2. Direct grop relatiass.

3. Crossed relatians. ©°

If a mareger hes, let’ s say, 10 subordinates, up to 5.210 relations may
be generated. This would aarplicate the chief s ar divedtar ‘s ef fectiveness.
Theoretically speskirg, a tolerable limit of clerks ghauld be established in
order to guarantee ef ficiaxy.

In the case of wniversities, when the comend it in broken (oy an
imrediately superior level within the flowchart is juneed) and the optimm
mnber of clerks is not established and inplemented, this inplies the
inevitable nupore of the catrol darel, since it is inpossible to exert the
direct supervisian of so may clerks at the sare tine. Wen this principle
is not applied, everyae begins to work in a non-ccordinated mermer . The

\IO\U'II‘P-U)NI—'

68. GIPSON, James et al. Organizations, Behavior, Structure, Process. Mexico. 1979. p. 256.
69. Thid. p. 253.
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boss may also becare accustared to the routine of meetings, putting
asice the mission thet he duld dedicate all his effarts to achieve.

Dammistrating the previous process, in charts 1 and 2 (pages 70 and
71) we can cbserve that each authority counts with a rumber of
subordirates (clerks) exoeading the nommel, We can coclude that it is
tedmically ard hurenly inpossible for a rectarate athority to effectively
develp a strategic function with so may persans uder his resposibility .
This is why they never have time for ndoody. Much less does he have time
for samething new .A Rectar with 31 clerks at his derge carrot do anythirg.
HEe is always in meetings, reading reports, deciding what has already been
decided. He hes ro time to think, creste, neither does he have tine to
develp an effective relatiom with the region ard its’ active attities. He
becares an official thet directs his effarts to introspective tasks, when he
ghould ke active in the social-political mission of projecting the educative

The excessive nunber of clerks and other irregularities detected are an
expression of the noms actually in effect, and which nust be carplied
pPhegocytosis syndrare. This is the property that an organization has to
ratralize, frustrate ar destroy all talents that may pretad to inprove a
structure that has been infected and petrified through time and custarary
hehits.

Our nomms becare an dostacle, instead of serving as a guide they
interfere with a awoth geeratian. Tn the wiversity, there is ro oo of the
expiration limits of a nom. The latter are meintained and inmposed an the
will of those wenting to do a good jdo. Worst of all, they camnot ke dhanced,
unless we assure the most updated organizational approaches.

The existing organizatiaal structure does not allow the develoarent of
menagement within the wniversity. Mxh talat is lost in the rautire of
aotingecy of the crisis. Befare we kow it, the gle is ower, the tem
hes aare to an ed, ard everythirg is exactly as it was in the begimming.
Tre effort mede dissipated in time.

Tre role of the Central Councils and Coordinating Secretariats

There are ro efficient links between the kase and the sumit of the
academic pyramid.

To encoater this situation, the following entities have been praoosed
and actually formed: the Central Research Councils, Post-Graduate
Councils, Pre-Graduate Councils, Guidance Councils, Self-Develcpment
touncils, among others.
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These structures seem to speed process flow between the base and
the superstructure. They serve to delegate authority -according to sare
directors- but uypon a more detailed analysis we witness that these
structures, instead of prawting academy developrent, anly menage to
&t as a frther dostacle. For exanple: the Central Post-Graduate Studies
(ouncil is ocoordinated by a professor has been hand chosen, tlhus the
credibility of the post is uder questiom. We alreedy know that this is a
political post. This Council has nommetive and executive aarpetence, thus
coplicating the matter, because this takes away functions from the
University Council and the Faculty Post-Graduate Divisions. The decision
taking process is hence deviated to a strange instance, in where there is
the participation of persans that lack an integral menagarent perspective.

Whenever the Central Post-Graduate Study Council approves a post-
graduate study course, the organizational structure becores even more
catralized. More power aaxatrates at the uger level. If it is twee thet
they do menage to solve a tedmical prdolem, they also hinder the
perticipation of the kase of professars.

Now what would happen if we use this orggnizational substructure as
an integration network to analyze and interchange experiences, results, or
even as a learning mechanism?

The excessive length of the line of management or command

In extensive and long Chain of comend (also called menagement or
comand line) is frequently woven between a Department and the
University Comncil. This anly becares nore oonplicated when the Central
Councils are designated to interlace faculties ard the mesdmum orgenism.

Example: When a Department or Post-Graduate Division approves a
Master ‘s Degree program, a secad agoroval is required fram the Tedmical
Council. Then it goes to the Faaulty Goncil for a third ggooval, a faxth
aooroval is required by the Cantral Post-Graduate Council. Finally, te
Uhiversity Goacil legplly aporoves the Master 's Degree program, this
reoresating a fifth instance.

As we can doserve, four to five instances intervere in the process.
Does this seem normal? And on the way up the ladder, the Director must
Justify and cawince comncilars that not being divectly irvolved in acadanic
metters (because the co-govenmment entities have tumed into political-
adninistrative arogpnists), are not familiar with the project seecialty of the
Master’s Degree. This chammel consumes the time, resources and
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Chart No. 1
Rectorate authorities control chamnels

(in Rector’s case)

Authorities Subordinates Total

NORMATIVE LINE

Rector Academic Vice-Rector 1

Administrative Vice-Rector 1

Secretary 1

Deans 10

Professor representatives 5

Student representatives 3

Ministry of Education representatives 1

Subtotal ..ccceeeeeeeeeniiennennns 22

EXECUTIVE LINE

ElectoralCommission

Legal Department

Public Relations Department
Programming and Budget Office
Budget Control Department
General Plamming Direction
Physical Plamming Direction
Educational TV

I = T = = = T = =

Medical Dental Services Unit

:
:

Source: Law of Universities, Art. 25, and IUZ Organization Marmal.



(RISIS OF THE VENZZULLAN LDUCATION SUSTEM™S CURRINT ORGANIZATIONAL PARADIGM

I:II:IE 07

Chart No. 2
Rectorate authorities control channels
(in case of the Vice-Rectors)

Authorities Subordinates Total

Academic By delegption of the

Vice-Rector University Council
Income Commission
Scholarship Commission
Title Equivalence Commission
Study Program Commission
Teaching Formation Commission
Teaching Calendar Commission
Permanent

Temporal

Administrative By delegation of the

Vice-Rector Universitary Council
Finance Commission
Budget

Dependencies under control

Source: Law of Universities, Art. 25, and IUZ Orgenization Marwal.

I R R R T T



00 Boo (UAPTER 111

energy that the Director has available for exerting a true menagament
process with high acadamic quality within the Post-Graduate Division.
Trere is ro tine left for aotrol processes, or adjustment s. In this vay, te
post-gradiate course insteed of going through a further integrarion, will
terd to disperse.

In the rise to the sumit, the notion of wogey is lost. Trested as if it
were a pemit of sare kind, Master ‘s Degree projects remain on a desk
until their tum cares. Qotimm wait time for the project is extausted, ard
when fimally aporoved, we may £find that:

1. The project has become extemporanecus.

2. Reality has charnged. For exanple: the post-graduate course in
question is then offered by other universities as well, or the there has
charnged, or now targets ancther dimension not foreseen in the plan.

3. The directors have been changed.

The fact that the comernd chain is so lag speaks of the carpledty of
the organization that does not adapt to acadamic dynamics. In this dwain,
rdoody is divectly lirked to a specific reality . Likewise, said structure inpedes
the meking of timely decisions, because the time intervals between these
processes are too lag.

Iother tedmical inplication of the arrent line meregament’ s necptivity
is thet plamirg, in it’'s traditicwl sase, by need s into a nametive
process. Tt is not strategic. Tt camot denge, according to upaaming nesds;
when a change or reform is required or suggested, it nust go throush the
whole process again, and while this occurs, the need may no langer exist.
This takes directors to prefer working formally with the sare prograns.
When an irmovation is required, in the best of cases, the prdolem is solved
infamelly . Two plans becoming ef fative.

M the other hard, a social implication is added. The camerd line
expresses a total distrust in the bese, the middle ard line menegers.
Distrust, produces dehimenization and disqualification, providing the mein
menagement with a doubtful imege.

All this is a soee of anflict ad frustration. Participation is amounced
ad called far, yet the decisias of the direct actars are ot taken into
account. Participation becores nominal and unreal.

What would happen if the line of comerd was shorter? Would this not
stimilate and give acknowledgment to the middle and line menagement
positions? Would this not represant a strag notivation for these menagers
to becare integrally dedicated to their functions?
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If we wauld ke able to visualize the arxrat arganization we would fird
that it does not have a pyramidal structure, it rather a aross structure. As
a first instance we have a formal camernd line, followed by a rumber of
caomissians and central councils that should ke in the aonsultancy line.
Tre fomer should e in the vertical plare while the latter two ghould e
assigned to the horizantal plare. This mekes it impossible far the Thiversity
to firtion. As layg as the wiversity aotines using the exposed structural
imege, we can well stare thet the wniversity is «crucifieds in its omn

Uoon revising the comerd line, we must take a historical decision: we
either maintain the catralist struchure, procer of a past age ard a depleted
paradigm; or we amstitute a new, dynamic, viable, himenized structure,
proper to post-modemity where men is the center of the admninistratian.

The discussion has not truly ended. Take a lok at reality. When the
camerd line is too lang and heavy, infamel grogps becare active to
assist the agoroval of projects, programs ard requivements. This indicates
urgent motians.

Altering the agada to give prior treatmant to other points

The arganizatianl structure being aut-phased, forces the activation of
the directive level to spesd Up processes despite of the argpnizatian.

When a directive does this, it becares a benevolent authority. Both
sittatias allow the infiltration of persael ad political interest s Ad this is
wet we call «clientilisms.

The case of the Technical Councils

Tedmical CGouncils lose legitimacy kefare a base of research scientists
as of the marent that they are designated by the Faculty Gouncils; this
tums Research Centers into linear or functiawl structures. They have an
imposed comrend level, esgpecially when the Divector has also been «hand
picked» by the Faculty Dean. The apparatt power of the Tedmical Coancils
is catralized. The researchers have not participated in the selection of
the command line.

Duee to their illegitimecy ard meny times due to the fact that they are ot
acguainted with the nature of the oanter s research processes or sinply
because they are not directly irvolved, these Councils do ot play a strategic
ard/ar nomeative role, and all becares a nere formelity.
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Wen a middle authority is imposed, it ends uwp playing a supervision or
surveillance role. It beoares a pair of eyes fran above, the superiar entities.
This agpin produces distrust and the menagament potential of the base of
researchers is unrecognized.

Firelly, we have sorething curious: the author has dbserved some
flondart s thet place the Tedmical Goucils in the aasultancy lire ard
ot in the camerd line. Hence, if this is the imege appointed to the
Tedmical Councils, then we do not really kow if they have a nometive,
descriptive ar exeattive functim.

What then, must they do? Must they formulate and/or approve policies?
Must they approve plans? Mist they evaluate? We do not know.

What would happen if the Tedmical Chuncils were to be elected by the
researchers thanselves? Or if they were elected through a clear tedmical
ad sciatific crteria based aatest?

The case of Teaching Secretariats

To stat f fwith, Teaching Secretariats ladk legitimecy. The implicatians
brogit forth by this situation are ko, Tedmically, these secretadal
post s agoear in the flowdhart related with the School Director ‘s axsultancy
Iie.

Generally, Teaching Secretarats are associated to the function of
schedile plaming, alumi attention, form classification, pdblication ard
filing, etc. In most cases we can see thaet they lack the logistic sugport they
reed to fulfill their functions, a metter thet mekes tham lose their sense of

On the other harnd, we doserve that in schools of massive enrollment
with a very branched out study program, Teaching Secretardat s pactically
becare sub-directorates, specially due to the inefficiency of some
departments not irvolved in the academic services menagement process.
This situation creates uncertainty, when all resposibilities seam to ke
charged to the Teaching Secretadst. All prdblans are assigned to this
instance. Unxertainty arises when the limits of each finction have not
been cleared. Cotradictions occur between the Director and Teaching
Secretaries, between the latter and the Department Chiefs. These clerks
do not work under an integration schene, most of all because the Teaching
Secretary lacks power of decision, does not have wvoice or vote in School
Couacils. The Teaching Secretary acquires a del fuxtio figre, <To do
ar ot to do». It is ardauss thet not havirg legitimecy ar power, this post is
assigned with a salary thaet is higher then that of Department Chiefs that
are assigned to the camend line.

These omtradictians must ke resolved.
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The concentration of powers

In the practice, School Councils and Faculty Councils assume
normetive, strategic and executive finctions, concentrating power in
detriment of other instances. The functicnwl carpetition is not defined or
delimited ketween the different dependencies.

When an entity concentrates all the power (power which is only
provisiarl in the middle level comncils, because they do not have the firal
decigin) it 1o laxer hes the availaoility of tine to atted all points a its
aggrda. This delays aporovals, and hence, the goplication of decisians,
nome ar petitiass.

A Study Program project is treated the same way as a studentd petdtion
for corsing a sbject in advance. School Councils, Faculty Councils ard
the Uhiversity Council end up dealing with metters lacking an order of
priority or plan. Uo to 70% of the cases an the Council’s agenda were
represented by routine pradolems that could have been resolved by normal
executive charmels.

The conoentration of power at co-govermment instances takes tactical
and cperative power away fram Directors and Department Chiefs.

The only possibility for School Directors to legally cowcke the
Department Chiefs of their School is for a School Comcil meeting; in
other words, at co-goverrment level. The same occaurs at Faculty level
between Deans and Directors; ard at University level, between the Rector
ad the Desns. We will deal with this point firther ahead.

Not existing a clear separation between the powers, organizational
fuctianing is axe agpin doestructed ad it tums the apnizetion into a
deficient ard inhumen social body, all having to follow the rules inposed
for the orgpnizatiawl care.

The cases of the Cabimas and Punto Fijo campuses

Before all, the author acknowledges that the creation ard agoroval of
the Cabimas and Punto Fijo campuses represent a true achievement and
progress. But from a tedmical view, the regulatians coitained in this
decision carpletely reproduce the same prdolems previcusly explained
in the already existat acgnizatiasl strchae. It is a miyar imege of thet
structure. The campus structure model is just as centralized and non-
fuctiarl as the gmeral struchare model.

Tre regulatians have been better worked ot an the vertical lewel, ot
the acedamic functiawl lewel is absent.

Tt is inpossible thet the carpuses may efficiently function within.
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Ird the prdolem does ot finish at this point. This even being tolerated if
we think of it as a transitio period. The gravest prdolem fram the nmenagerial
point of view is thet the canpus project did ot axsider the useful lifegon
of the study program plans they provide. There are no diagnostics of the
needs of the affected stib-regians; neither is there the tedmical and ecaxanic
viahility to gooly tham.

The case of the Altemate Project for Superior Education

Tostand up against the two models proposed by the acting govermment s
to surrender university autonany, LUZ made an effart to suomit befare

Cogress an altermate project.

From a normative and pedagogic focus, this naturally represents
progress. But from the menagerial dimension, it reproduces the centralist
model of education. In this way, we have that the Schools are defined as
geerative units belanging to the Faculties. This conception inplies, thouch
ot willirgly, the acceptance of the vertical ratiamalist model of Education.
Ard taking into accont what we have already analyzed, more than favoring
the model, this will cause even further delay to what we really want:
excellence.

Hence, we propose the introduction to this project of orgenizatianal
management approaches.

The prcoblem of physical space organization

In addition to the social organization prdolem, the wniversity must
also oope with the physical space prablem. There is no correspondence
between these two aspects The latter is not adapted to the fomer.

Physical space structure is irhospitadle. All you can see is plain bridk,
spaces anly apt for bureaucratic offices and classrooms. There is no
place for recreation. No social halls for teachers and alumi. No
ansultancy offices. There is an irwverted relation of space to individuals.
Overcrowmding in the Humenities Canpus is a critical prdblem. What a

There is no visual line of comend, neither between the Deanships
and Schools, nor between Directorships and Departments,
Departments and Subjects and finally, between these and the
classrooms. We encounter a major phenomenon of dispersion.

The absence of the visual command line impedes commnication and
a swift and similtanecus flow of informatim.

The absence of physical space order affects the current social
organization, because the existence of immediately superior bosses no
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longer makes sense. When we have a School Director that carmot see his
Department Chiefs, because they are located at physically far distances,
the higher officer loses authardty dee to his adosence, ad haes diffiadlty
coodireting the rocesses. If we talk of gqelity in the process itself, it is
irndispensable that all elerant s are irvolved argpnizatiaelly and gysically.

This prdolem may be solved in an extreme case if we counted with an
integrated comunications system, with messengers, telephones, computer
termirals, etc. Unhfartunetely, axr university does not coat with this at a
menagerial and orcpnizatiaal level.

THE CRISIS OF THE ORGANIZATTONAL PARADIGM OF THE MINISTRY
OF EDUCATION

The arganization of the Ministry of Bducatiar (see Ilustrati No. 5) i
the sane as the wiversity’s; doeying the sare logic, lut presenting larger
prdolems.

Ald it s Irstances have been 11legitimetely amstituted. All the way fram
the Minister of Education down to the last School Director, they have been
<hard picked», by a persavl ar political criterim.

When there is no legitimacy, there is no sense of corpramise with a
project or commmity . Therefore, neither the Ministry nor ay school can
functiom ef fectively ad ef ficiatly .

The structire aotinues to ke linear or functiamyl, repeating the same
prablems encontered in the command unit, control chammels, excessive
lergth of camerd line, power cantralization, etc. There is a clear separation
between strategic and goerative decisiangs, a matter that generates a large
ninber of supervisars that do not have power of decision at local, district ar
zae level.

Neither the teacher nor the Principal do an efficient menagament jdo;
there are anly routine functians to ke coplied with. This has a necptive
motivatiaal effect m teaching dores.

DESCENTRALIZING EDUCATION AND THE TRADITIONAL
ORGANIZATIONAL PARADIGM

have been traditiaelly centralized in the Ministry of Blucation. This is a vital
step for the develogrent of Venezuelan education.

* The new structure inplemented by the Ministry of Education, Culture and Sports has not
been considered.
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Tllustration No. 5
MINISTRY OF EDUCATION
Structural Flowchart
MINISTER
|
Legal Consultancy General Secretariat
I 1
Persamel Office Intermal Treasury
1
Plamning & Budget Social Educational
Sectiaml Office Affair’'s Office
|| 1
Informetion & Teaching Support
Relations Office Office
I
Tntemetiael Affair’s
Office
—
General Direction
| | | | |
Higher Education Adm & Serv. IGenleral General Direction | | General Direction
Gen. Direction Gen. Direction Direction for for Elerentary & far Special
| T Guild & Union High School Educ. Programs
mical Affair's — —
B . ) - -
Advinistrative ‘-dm”'?uszx.atlm o Direction of Direction of
Support Uhit a Kindergarten Special
1 I Education Education
————— ]
General Finance o . f
Coordination thit Direction irection of Direction of
Elementary Adult Education
—_— I Education
Infrastructure Tech. 1 I
Human Resources ) . . .
Development Unit Maintenance Directin of dunir, Direction of
Direction Middle & Senior X .
; High School Educ. Indian Affair’'s
Informatics
Direction
Higher Education 23 Educatianal
I~ S
-
[ I T 1
State Netianal Library
Universities PASME INCE Institute ard Library
Services
| |
Educaticnal buildings and Special Education
CENAMEC eq‘“p"j‘;tEfD?;;’datlm Development Foundation

(1) This office was created by Resolution No. 380 of date 07-27-84.
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In the state of Zulia, we have an Fducaticwl Zae (govermed by the
Ministry of Education) and the Department of Education (a State
dependency) each with its own structure and orgenization. Without
analyzing the duality of similtanecus finctions and the bureaucracy
generated by both educatiaml instances, from the menegerial point of
view we find that they reproduce the same orgenizatiaal paradiom an a
retiawice levwel. Ian't it suprdsing thet still everything ramins just the
sane? Both at macro and micro levels, nothing has changed.. According
to this, there has been o decatralizarion bt rather a redistribucion of
structures and functians, (See illustration No. 6) The structural desion
remains the sane.

We substitute an authoritarian Bducation Minister that was persawally
designated by the President of the Republic ar ggpointed by the reigning
political party with an equally authoritarian Bducation Secretary gopointed
by our Covermor in a similar marmer. Qr aelysis indicates tlhet at this
level the prdblems are reproduced in a much more severe marmer as we
are ot goesking of ten faaulties as is the case of the wiversity, inths
case we are dealing with a carplex runber of districts, sections and
schools of varying social, ecoxmic ard aultiral coditians.

We ask: How can education work with the same traditional model?
BALANCE: MODERNITY AND EDUCATIVE STRUCTURES

In caxlusion we have thet the argpnizatiawl structre of the entire
educative system is line- functional. Which are the philoscphical,
sociolagical ad psydological principles thet nile this structhare?

Tre last instance parts fram the pramise thet states that an ae side
we have the brains and an the other, the executors, such as the chiefs ard
middle clerks. This marmer of atterding the social relation gives the former
elements the gooortinity to exert coercive power upm the latter. k isan
autharitarian, dictatarship ar military type of struchuare. Sdool rever warked,
ror will ever be able to wark this way. Especially School - we amphasize
this -. The Sdxol reoresats a social relation for leaming, where the actars
must core to agreements to achieve specific dojectives. But these
dojectives camot be achieved uder the arrent relation of domination.
The brains that do the thinking

The logic of camend-coedience is very easy to understand. The brains
are behird the thinking ard plaming. These are educated, intelligent pecple.
The stbordinates, fran the vice-ministers ard natiawl general directors
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download the informetion to be executed. Subordinates must execute
orders. These subordinates, saretimes, have the attribution to meke
decisians, but they camot execute their decisians without gooroval fram

Between the Supreme Chief or Supreme Council and the base, there
are a series of ggoarent or transit camernd structres. These transit
structures have the function of merely supervisirg that the lower structure
lewels aoply with the instructians ar rot.

Prablems of work structure and divisions

The structures aralyzed ard the logic supoorting these present several
problems.

In the first place, wark division has a specialized rature ard is therefare
isolated fram the organizational context. Each person executes ane
furtim, ae activity.The Director comends. The janitar takes care of
the maintenance ard cleaning dores. The secretary does his office. There
are directive functians, fometiawl functians, budget functions, awayg
others. Fayol, ae of the fouders of Administratio at the begiming of the
20% cantury, wede a mester exposition of these functians. Other authors,
to fudament the strict division of work, indicate an amalogy with the
functions of the humen body. The brain does the thinking and trensmits
nervous impulses. The extremities execute nmovement. The interrelation
of the body’s subsystars is understood. One subsystem takes care of
the digestion, the other is in derce of ciradlation, etc. Bt these two
conceptians, atamic and systemic are partially corect. Holistic theary, as
the ultimete cowsotion of the wniverse, hes down thet if it is twee thet all
things are integrated to the wole, each part reproduces the wole. The
digestive systam aotains all other to finction. The same reasoning must
ke goplied to the apnization. Each pert is a wole and must 1ive in the
wole. Acoordirg to this, gpecialization in educatrion would not have sense,
at lesst, as a lae aganizatiasl criterim.

Specialization in education is similar to an autarctive assenbly lire;
aly there are no muts ard bolts, ut huren beings under formatian.

The fact that a subordinate or enployee is dedicated to anly doeying or
fulfillirg a findtion, ad ot thirkirg, is to irvalidete mans’ cogiitive potatial,
ad the other qualities that he natrally possesses.
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The philosophy of the incapable and distrust

The besic reasm for the division of teaching work is the philosgdyy that
men does rot like to work and therefore he nust not e trusted.

This logic is also easy to understard: if the eduative chief meintains
the teadher ar professor doirg a sirgle dore, the latter will ke essier to
axtrol, because he does not know what is happening in the rest of the

Tt is sustained thet the teadher belags to the classroan; he is antracted
fara days’ taxr to do his wark in the classroom. Ard if we are spesking of
superiar educatian, the professor is aotracted for several functians, but
ke is not sugoorted; the geeral divection later seds him the program. A
carplete web of distrust is woven between the supreme head or boss
ad the last teadher by establishing zae, district, local and mmnicipal
chiefs, watdmen, middle directars, which nust anly certify if they are
doing their jdo or not. This phenarenm also coours in private educatian.

Bureaucracy is installed in a necgptive sense, thus paralyzing the system.

The uni-organizational man

Cxtrol, distrust, work divisians ard the isolation of men in the process
ard between the structures tum the professor into a men with a single
dimension, as said by Gemen philosopher Herbert Marcuse, or more
Jooropriately he becares a uni-orognizatiawl or uni-functiaal men. When
reducing hinself to this situation, men becares alienated, cnfiscated.
This of course generates restlessness, denmotivation; and impedes
participation. Therefare, the erployee will do his kest to not carply with
extrare cases of work, ar he will do so iref fidiatly, arwill do the wak bt
without a relatiom of sense, ar will fam a sydicate thet will anly ke active
in claiming ecoxmic benefits.

Both in the cages of the state universities, ard the Ministry of Bdxatio,
when comand lines become so vast, directors and clerks become
anonymous to each other, and misunderstanding among them becomes
the nile.

Tre individual meking the decisions (based an the norms) is isolated
fram reglity, ad the executiaer is isolated fram the decisians.

Ultimetely, mae of tham are irvolved. Ad when this happens it is
inpeesible to fulfill the dojectives, plas ad processes. It is therefae
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difficilt to ke efficiat ad effective in edration. Tt is ot an irdividel
prblam, bt a strctiral ae; it strikes the aare, the paradign of the
Instrurental rationality and normative plaming

Within eduxation we fird different worlds of perosption. The ratiaelist
world of those individuals who must meke ultimete decisions, ard the
world of those who meke assessments or must foresee what has to be
dxe; ad the world of those who must execute a decision, or of those
wo expect that their decisians are legitinste.

In the warld of the directars there is aily soace faor the aladation of
actians ar of desire. This is evidat in the so-called nometive plaming
systems, designed by the center of power. Here, patcipation is mill ar
almost rull.

A School Director can anly doey and apply superior decisians. The
function denies arestivity . Tt is a rautine, anly nesding to program the teaching
schedules and distribute the lcads. He dees not have an option ard must
ke active in the role of surveillance, when be believes he dhauld, ar sinply,
he does not do anything.

The central model fails because it carmot establish a true academic
ard humen unity between divectives, clerks ard teachers or professors.
This geerates a sgoaration of classes (orivileged, prestigicus posts), were

The logic of submission mey be caning to its end, especially because
social reality is requiring perticipation in the resolution of prdolens.

The instrumental ratiawlity that has defined Modemity, as explained by
Habermas, ® is perceived in the structire of the educative systeam.

The linear-functiarl structure has prdolems in the academic areas of
educative institutians as well as in the sbudy program, for exanple; likewise,
at the lewl of research, plaming, fuxcticwl oaganization, cotrol ad
evaluation. These dimensians will ke explained in the following dhapters.

Wen we amalyze the arganizaticarl structure, we doserve that it is
ladkdrg in a logics system cagpeble of facilitating the inpleventation of
efficient academic and menagement process.

70. See supra, Chapter I.
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Management reorganization is a tool for confronting
challenges

The Venezuelan educative system has an urgent need to apply
imovative academic management models, capable of substituting the
current traditional model for a more effective one, contemplating
contimuous evaluation, in which teachers will never be able to hide
behird the excuse of the elevated costs of living.

Professor Evaristo Mendez Quintero is coordinator of the Eoonomy
Faailty’ sAcademic Management Program and author of the HAGA-
IUZ System (initials in Spanish for Humanistic Academic
Administration and Management System), a cormplete job dealing
with all ageect s and phenorena inherent to the Venezuelan educative
process in oggeral, ad pertiadarly to thet o the state of Ailia. Throgh
this jdb he has eamed a nost valuable qualification ard has been
praroted to the title of Chief Professor.

In this broad prospective, Professor Mendez Quintero who has
Ieen active dictating in an almost contimicus mamer the Blucative
Management workshops throughout the Educative District and the
State Bducation Secretariat District, indicates sare agpect s thet are
warthy of highliditing in this jdo, as far exanple: the fact that 90% of
Zilia state sdool principals are rok gelified to eert directive fudtians;
thet the st atewide grade point average in Zulia is 11 points (m a sxale
of 20; reqiirirg 9 additiaml poirts far an exellat gulification, and 3
point s to qelify as regular), ad thet the teader s salary nust be
improved so their arrent incare level does not limit them to a bare
subsistence.

We came upon Sociologist Mendez Quintero when he was
purchasing some ancient philosophy books and a text on
menagement at Carlos Maglione’s «Book Hmporiums on Cecilio
Acosta Street, Maracaibo. We asked his goinion an what he thought
ghauld be dae to anfrat the state edxatiasl district’s reality an
kehalf of the cardicare that wins the nin far State Governor. We nust
take into accont that this prdolem has keen Professor Mendez’ main
lire of acadamic resesrch for over ten years.
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Mendez invited us to his home where surrounded by documents
ad illustrations treating the pradblem he begins by indicating the
existence of a great paradox in aur education: an ae part, we have a
low institutiawl perfomence at all educative levels, ad at the sare
time, vast amounts of himen resources, that play a role as main
agats in this process  (teadhers, principals, studats, etc.), are beirg
sib utilized. This has a dramtically neggtive effect an educatian,
and produces, for exanple, the very low student performence index
o 11 point GPA, which has now been acknowledged at nationwide
ls&lL.

Aoy the causes thet Mandez explains for this situation, first of
all we have the budget prdblam, which is still the most inportant
aspect ad even so, is sumitted to amstant reduction. Then we
have the unlimited participation of quilds and syrdicates, which
axncentrate all their efforts an the defense and inprovement of
econamic and labor benefits for their affiliates but meke no
aorpromise when it aares to require that these affiliates guarantee
and fulfill their professicnal develogoment. Then we have the
organization and menagement prdblem, where we find a practical
military lire findtiasl soucture, prgeer to very traditiasl acpnizatias.
This is expressed through the excessive centralization of power at
the Ministry of Blxation and Blxcative District levels.

Madez states that this inplies thet since the decision taking power
is aatralized in the Ministry of Blxatrian's plaming caters, the roles
played by principals and supervisors is merely a aotrol function,
following instruction packages sent from Caracas, without the
participation of teaders, haxe the areativity of the professiasrls is
wsporeciated ard have 1o dialectic possibility to interact in their
ewirament. This also elevates the processes costs, since there is
1o aoplete aotrol as to the success of the measures in respect to
the base, ard, as an exanple, we have the school utensils list, which
ot aily affect the family budoet, it also the sdool budget, specially
when partiaularly interesting processes are ait ait, such as text
book recycling and real dirvect actions, through the resource
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and invention of pedagogic models and elements that may be
gplicble acoading to the gpeecific reality ad crestivity level’s of

Mendez adds, that as a consequence, we have a traditional
pedagogy, deprived of fresdom ard versatility at the teacher/stident
lewel. There is ro possibility far imovatiass at the sdolar kase leel,
die to the fact that we are lacking in a specialized management with
the reparation needed to divect axr education. Tt is at this point thet
Madez quotes that 90 peroat of axr sdhool principals are not qualified
far this post, ad in cassgace, the exercise of their office is redxeed
to aotrol and supervision work, leaving aside other vital menagament
processes, such as: plaming, orggnizatian, divection and academic

To conclude, we have a system, an orgenizational menagement
structire thet is weble to agoe with today’ s Venezuela, ard that can
ke of very little aid befare the retived ecaoxmic ard social develqomatt;
schools require reorgenization in arder to encounter the dhallence of
social develooment.

A system that thinks

This is where Professor Merdez Quintero introduces his short
ad layg term functiowl operating plans (Henistic Academic
Administration & Management System), applied to Venezuelan
eduatian, indicating thet IZ is in the cgpadity to off ef ficagy,
efficiency ard social effectiveness, alag with academic quality and
prodctivity. In this sense he has designed interesting proposals: ae,
the menagament decentralization of schools, in where the principals
are directly respansible for their sdwol’s acadamnic performence,
and secod, the creation of a menagement technology containing
the instruments and procedures for this new menagement, capsble
of providing the training of the acadanic directive staff persarel in
short term.

He explained gpecific tems such as instituricwl aomtrol: the
efficiet directio of grags ad holistic strategic plamnirg, the alter
uderstood not a cold structure, but a humen one, where teacher s
must be sufficiently motivated far the jdo, this requiving an arelysis of
the teachers needs.
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At this point, Mendez indicated that teachers must have an
gooraoriate social searity service, reinfarcing their role as mekers
of the histary of axr contry, recovering the sense that the Gresks
cave to this process uder the nene of paideia, ar closer yet in time,
the excellent legpey left to us through mester Simm Rodriguez, of
beirng a teacher, translatar ard tranamitter of each shudat ¢ partiailar
talet ad potential, withaat faroetting collectivity as a direct product
of this irdivid Bl effart.

Yet amsidering the amrrent social, ecoomic ard labor caditians
of teachers, we must apply new formilas: we must provide teachers
with an adequate salary, because as indicated by Mendez, a study
carried aut by the Econanic Research Institute of the IUZ Economic
ard Social Sciences Faculty foud that school teachers only eams
enoch maey with their jdos to cover their actual subsistence.
Cxsiderirg this reality, it isveydif fiailt to require the teader with a
better level of preparation while he hardly has enough resaroes to
feed his fanily, much less to erich his enthusiasm for knowledoe,
information, research; in short, his thorough and competent
professicanal improvenent.

Mendez Quintero also explained it is necessary to desion a
curriculum or study program that avoids encyclopaedism, which has
so negatively impregnated our education and in where areas or
subjects are dictated in an isolated form, methamatics being unlinked
to languacge, the latter having nothing to do with biolagy, ad this last
suoject taught without relating it to its sister subjects: geogrady ard
histary . Trrough the new holistic study program, we center the alumi’ s
potential develoorent process and attitude, providing access to the
primary sources of knowledge and wisdom.

(Interviewed by Pancrama daily journal, Maracaibo, Novembee 20th 1993.)
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Regional centralism is a new risk

Sociologist Mendez affirms that when the Education Districts and
Education Secretariat Districts were constituted, the principles and
fundamentals of the centralized education model were assumed as
valid, this matter bringing immediate consequences, reproducing in a
smller scale the bureaucratic structure of the Central Goverrment.

In order to aderently ad effectively activate the integral
educative process which has been implemented by the fusion of
the two entities that have traditiawlly mereged this sectar of action
in the State of Zulia, we nust first dotain concrete answers to the
structural prdolems that both orgenizations confront, otherwise,
we would be prowoting a regiaal (or state) centralism, that would
bresk down the national decentralization process in short time.
Professor Evaristo Mendez, an educational management
specialist provides us with a broad focus an this matter.

The Professor of the Economic and Social Faculty
acknowledges the transcendental step taken by Governess Lolita
Aniyar-Castro when she designated Ixora Gomez as director for
the integration process between the Natiocnal Ministry of
Education’ s) Educative District ard the (Zulia) State Education
Secretariat, yet the ten fundamental prdblems stipulated by
Professor Mendez needed to be immediately dealt with.

Upon conparing the flowcharts of the Ministry of Education,
the Fducative District and the State Education Secret ariat District,
we do not need much of an amalytic effort to find that they are
exactly the sanme. The organization was given the importance it
deserved in the process of change, but the pedagogic conception
prevailed, cosidering administration and logistics as secandary
or auxiliary factors of the educative process, when carpared to
the study program. Both of these are fundamental factors for
educative success.
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If terwards, the ILUZ Academic Management Coordinator,
affimmed that the regiawl (state) model is just as centralized as
that applied in Caracas, ard therefore «we have studied in detail
these grave prablens that if are not fivmly confronted will aotitue
liquidating any plan for advance, as was the Basic Education
level; ard at the sare time will cotimue the merciless depletion
of the humen qualities of the directors themselves.

-And which are the problems you have indicated?

- The first prablem is the excessive line of comend between
the Educative District Chief and the schools. With the line working
as it is, it is impossible to solve any acadamic or logistic prdolam
in a tinely marmer, even if it is a lrdken water pipe. The command
structure, mede up by a dain of clerks of variable ranks arnd
regpansibilities, deoes not have the capacity to resolve everyday
school prablems, thus the school is abandoned and not provided
of protection by the milti-millicwire bureaucratic orcpnization.
Fram this first prdolem, three similtanecus prdblems shoot out
bringing administrative chaos, tuming education into a thriving
media for the culture of any political bacteria or virus. The
camerd it is ruptured when principals or teachers, not finding
supeort to their petitians, kegin to clinb the structure in quest of
resolvirg their needs, until they fimally care upon sareane willing
ard having the power to help them. If they do not achieve anything,
they will reaur to the political perties ar groues that prey abadt in
the grounds of the Educative District and State Educative
Secretariat District. On the other hand, decisions are not taken
at base levels, power aoncentrates at the sumit of the structure.
This produces a rupture in the control wnit. Our Chiefs and
Secretaries must directly supervise over thirty persans, thus
performance can be nothing else than mediocre. A team of more
than ten persons uder each head will only serve to steal the
precicus time this officer needs to think of ways to develop true
educatianal strategies.
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-And what later?

- The third prdblem, the excessive power in hands of the
bosses, is now starting to ke delegated to lateral levels, and not
vertically, how it should ke -tedmically spesking-. Therefore, a
proliferation of of fices and divisians begins. And in these of fices
and divisions, we have coordinators, assistants, supervisors,
secretaries, etc., scattered in such a way that everyone amsiders
themselves independent and more inportant than the others. In
consequence, nabody does their jdo while the schools drown in
their own prdolems and necessities.

The other prdblens are well detailed in the textbock titled
«Academic Management» under publication by the IUZ Editorial
Department (Ediluz) . Her I focus these two organizations as twin
dinosaurs that grow more and nmore, destroying every possibility
they are offered for sucoeeding in the aconfrontation against the
terrible crisis surrounding them.

(Interviewed by Panorama daily journal - Maracaibo, March 19th 1994.)
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The organizational peradign crisis is acoconmpenied by the crisis in
the way that the educative institution is directed. In our amalysis we
have detected at least two typologies of educative management models.
The first refers to the absence of management in itself. The secad

refers to partial educative management models.

The first group comprehends those conceptions and university
administration procedures that are determined by extra-institutional

The fact that there may e a management post within an orgenization’s
structure does not inply that the function of said post is representative
of a scientific menagament; for the latter must at least guarantee the
success of the organization. We can call these persamel Directors or
Governors, but not Managers.

MODELS WITHOUT MANAGEMENT
Economic model

This model sustains that if we provide an educative institution with
the necessary budget, it should render an optimum or maxinum
perfomence, and if this ocoours, the results will ke very rewarding.

As we doserve in a ane-way causal direction model. If we are lacking
budget, there will be no operation, and hence, no performance. Before
such a pradblem, a labor strike is a common option. The Govermment
does ot aarply with its part. This coxosption dendes that the institution
has problems.
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Resource models

We advance a little further into the previcus conception when we
affimm the thesis that hicgh organizational performence is possible when
the relevant arganization is aopletely functiarl. An operation depends
on the budget and on huren, material and physical or envirommental
resources.

We advance to a multi-causal model, but provided with an equally
atamnic aoecsption of reality.The sum of the factors gives us the product.

The previous model does not actually guarantee a high performance.
There are universities that even when having the resources, encounter
a critical acedamic situation.

Political models

This model’s thesis is totally extra-institutianl ad joins with the two
previcusly mentianed. It is a oasequence of the form in which civil
society has been functioning relevant to political society

Tt st ains that in Venezuela, universities have been able to function
tharks to political intervention. But uypm taking into amsideration a
sinple political relatio ard instituriamsl stability we fird thet the famer
has sericusly affected the merch of education, especially when pointing
ait these deviatias; clientilism, lalbor strikes, etc.

Guild Model

Here it is stated thet guild pressure is a determining factor for the
operation ard success of the wniversity.

The guilds say that their struggle has won budget increases and
ldoor stdaility. But fram these statements to having a truly academic
wmiversity there is a lag roed.

Functional Model

The functional model ggooses the materialist, hedomist and structural
positians of the previcus models. It indicates that if everyone is
fulfilling their fuctias, tasks ad activities, the wiversity will heve
a better overall operation, and therefore, an enhanced performence.

1. See supra, Chapter II.
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This model is assured by those directors that anly have a perspective
of surveillance towerds educatian; quality is not important, what metters is
for the teadher to arrive at the classroon an tine ard thet he gives his
class; strict pemenence at the work place is of an utmost inportance.
This model has not given results worthy of mention.

Undetermined Model

In this model we camot precise within the educative reality how the
bt s & 3

This orgenizaticml and directive udalance is umenageable by the
authorities. These do not know what must be doe or what decisians to
take. Functions are scattered throughout the structure, and the camernd
lewls are rupored.

The system user loses notivation due to the lack of authordty.

The following chart summarizes the exposed models. (See
chart No. 3.)

Chart No. 3
Educational Management Models

L Rdlitical Rolitics (Rol) is the determinirng factar
3 Model.: cf F=hR (2)
=5
8 2 Guild Guild pressures are the detemining factor
= Model : of F=hR (?)
H
5 3. Economic based hBxdet B) dh Fnctioing (f)
E Mcdel : =hResults R) (?)
]
é 4 Resource hB + Hum. Res. + Mat. Res.+ Phys. Res.g
s Model : F =hR (?)
=
|
Z | 5 Functional If all filfill their fudtios ad adtivities
S| Model: gF=hR@
54

6 Undeterminated No one knows who must take the decisions:
Model : (ot here, over there) (?)
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PARTIAL MODELS OF ACADEMIC MANAGEMENT

In the partial academic management models the action of the
directives is expressed through the mamer in which they direct the
institition. Yet they do so without inserting themselves in the
orcgpnization structure. Most of these models have a personal, self-
willed and circurstantial nature.

Management understood as a processing agency

We have taken this term from the similarity that this form of
management shares with a driver'’s license processing agency, o
comon in our country.

Just as the processing agent takes care of processing all his clients’
needs, sare educative authorities act in the same way.

They ansider their anly function to ke the processing of the approval
of a plan or petition caning fram a superior level. They are practically
well paid, high status messengers. The following expressions often
accomparny this perspective: «<Dn't worry,Iltake care of everythings
or «<Your metter is already aporoveds.

These are empty directors, without academic contents. The matter
is not important, anly the process required.

They believe that the wniversity will render an elevated performance
because they do things this way.

Alag with the processing agent, we have the «file or commnications
signer». Concentrating so mary functions, these clerks spend most of
their «useful» time signing and validating documents or already taken
decisians.

Iet’ stake for exanple the case of a wiversity transfer.A mther
cumbersome process when viewed from both the upstream and
downstream lines. The student files his petitio to the Academic
Vice-Rectorate. The relevant clerk issues the comunication and the
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Vice-Rector signs it and sends it to the Faculty Dean. The Dean writes
a letter ard sends it to the School Director. This last of ficial sads
ancther comumication to the Transfer Committee. Then the return
clrauit begins until the docurent s arrive kack at the Vice-Rector s desk
where he will finally sion the transfer.

Graduation files must also be signed, starting with the Teaching
Secret ary until arrivirg at the I Rector ‘'sdf fice, passing by the Faculty
Dean, the School Director, the Studies Gmtrol Chief, the Teaching
Director (who as a fact is ascrilbed to the University Secretariat Office
instead of the Academic Vice-Rectorate) and the Uhiversity Secretary.

Likewise, scholarships, sadoatical years, pemmits, resolutions, etc.
all omtain these processes that consure an authority’s useful time
ad creativity, without providing any benefits; moreover tuming the
wniversity into a deficiat institurion.

Management as a personalized centralism

Tt is incredible to doserve how within an autanoous institution it is
possible to synthesize the same values (or anti-values) of the
authoritarianism or presidentialism existent at central Covernment level .
Tt is thought that unless the Rector has been informed or has decided
on a matter, the latter has ro valte. This is a bilateral exoression of
aulture, occarrring both in the authority, as in the general comunity.

Tt is believed that thanks to the Rector or Dean, the Uhiversity can
have an efficient goeration. This is a partial model because it does not
recognize the importance of the middle and line management.

During canpaigns for rector elections, the idea of a messianic rector
is transmitted. He has core to solve all prdblems, the same happens
when there are labor arnd student conflicts.

If the Rector solves the prdblem, then he is a good Rector, if ik, be
isttewast of all. A adtire ad willful practice like this will never develgp
the wniversity. How much time would it take?
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Management as a figure of prestige

A deviation of the previous pattemn is to understand menagement as
the mexdmum expression of prestige within the wniversity.A medal is
fivst granted to an authority then to an irvestigator thet has spent a
lifetime producing knowledoe.

Many professors, when occupying a position of formmel authority,
believe to have achieved the sumit, and think they deserve homage
from the comumity.They forget their work mates. Sore even never
retum to wark to their faailty, sdhool or department agein.

They believe to have been freed. The position represents a
canpensation for their educational work. Their egocentricity mekes
them forget that they owe their selves to the commity.

Management as a main event figure

We have made a quote an the habit of inavgurating all wniversity
acts with the presence of the Rector or the Dean. In this way we believe
that the event has a greater value and prestige. But this has been
distarted.

Generally, the inauguration and/or closure of an act are more of a
formal protocol than sarething of substantial cotents A speech and
pictures for the press covers about all. Nevertheless, the authority does
not becore irvolved, nost likely he will leave, adducing that he has
other camitments. These situations represent a loss of time both for
the authority and for the actual realization of the event.

The authority usually appears as an entertainer before the public,
making a speech abundant in technical language which everyone
assures written by an expert.

Wouldn't it be better far the Scdhool ar Institute Divectars to ineugurate,
conduct and close down the acts under their competence, and that
they invite the mecdmm authority for acts of intematioal or natiamal
relevance?

Management as an administrating authority of a crisis and/or
contingency.
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This model arises as consequence of the uselessness of the current
organizatianal structure, being archaic and non-functianal . Iacking as
it is of managerial and academic logical processes, contingent
situations and crises become imposed over the normal march of the

The authorities can anly try to keep up with the crisis, inplementing
short term «bandages».

The authorities have not finished solving a contingency, for exanple,
a lay worker s strike, when the Professor’s Guild and Employee
Syndicates are declaring their own strikes.

A model like this takes us nowhere, and solves nothing. When the
situation is not respansive, the situation mey becore despairing for
the autharity . T would think thet there are days when the invested individial
would like to be able to pull time towerds himself and finish his term, if
he does not get 111 or die befare doing so.

Management as a policy, process and resource

This model is the most similar to an authentic academic
menagement . The political factor is acknowledged, but is reduced to
the menagement, processing or distrilbution of functians. It is believed
that in this way it will increase institutional performance.
Notwithstanding, reality has demonstrated otherwise.

In conclusion, all models explained herein have a style of
menagenent that does not take into account the processing nature of
the arcgnization. In this way we have that ae of its mejor faults is that
when oriented, either through experience or by the norms, it is
inmpossible to pander or assess the results. We cammot know if the
process favors intermal or extermal develgoment. There is no feedoack.

In the following chart we show a briefing of the explained nmodels
(See cdhart mo. 4) .

Chapter 9 will explain the management model according with the
proposed HAGA-LUZ system. 4
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Chart No. 4
Educative management models
(contirued)

1 Managemat: as aduinistration of authordity
(processing, aporoval) gF=h R (?)

2 Management: maximum decision taking authority
(centralized persanlized) g F = h R (?)

B. Partial
management 3. Management: Figure of prestige and hence, superior
to others (?)
models

4 Menagement: Principal and indispensable figure for
goenirg / desing acts g F=hR (?)

5 Manegament: Authority that administrates the crisis
and/or circumstance.

6 Managenent: Policies (Administration + Resources)
gF=hR (?)
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N ow that we have explained current menagement models, we will
proceed to study the subjective dimension of management.

We should understand this dimension as the perception that the
different actors of an orgenization (directors or enployees) have in
regpect to their selves (self-estean), in respect to others (collaboration,
friendships, opponents) and regarding their mutual relationship with
the organization.

According to the perception that a person has of her self and the
environment, adaptation and pro-activity may be favorable or
unfavoreble. If favorable, the actor has a highly motivated sense of life
ad is in the cadition of giving all that is requived fram him and nore.

The source of this perception may ke a solid previcus formation or a
product of the caditians offered by the institution he works in. There is
dialectic, a dal directio: individual - arcgnization ar better said, work-
management -organization.

Ratiaality is rever linesr, unique. It is always acoopanied by values
that man has forged throughout his exdistence.

The ratioality applied when defining a post or position that belags
to the organizatiawl structure is mixed with the subjective perceptio,
feelings, emotions, attitudes ard values of the person executing the
futias. Definitely, within an acanization we fird a fusion of teleological
y ard axiological processes.

Tofilfill at ask ane must not anly have thorough skills. Tt is necessary
to have willpower and compromise, as well as an adequate perception
of e tagk. Tt must have a gpecial meaning for the actor.

This dimensian has been poorly taken care of in educative institutions.
Nothing is aoscicusly or expressly done to aonfrant this. All isleftet
random.
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The management must board this subjective area. We must
acknowledge that men has his necessities, prdblems and goals. To
understand these needs and to assist in chammeling these fram within
the organization are important tasks that must be assured by a
menager in his role as a leader; a Chief or Director nust be gkilled in
the practices of leadership.

To be a leader means to have the capacity for the individml ad
social integration of the pecple working inside the orgenization. A
menager or leader understards that an administrative or organizaticnal
process is multiple, total ard wnique, havirng its own properties ard
traits. Herein we fird the interlacing cultires ard perspectives of the
enployees ard the leader his self.

A leader must balance and help the organization and its’ employees
so that everything runs as smoothly as possible. He constitutes a
bonding 1link between the employee and the organization, in a way that
if the Director is not skilled enough to board the prdolem under these
terms, the organization will deviate and natural aonflicts begin to grow
before the of fidal’ s incapadlity.

Until March 1991, 87 percent of all academic directors were lacking
a formation in management. As of then, the Hurenities and Education
Faculty ard later, the Economic and Social Sciences Faculty have
made major ef fots in overaoning this situation, through the Academic
Management Workshops Additiawlly, the Enterprise Research center
has given courses dealing with quality and productivity.The Rectorate
authorities have also pramwoted courses of this nature.

SITUATION OF TEACHING AND RESEARCH PERSONNEL IN LUZ

In the absence of a more updated organization and a qualified
leadership, the administration of human resources represents a
prablem in the sense that it has not been able to achieve a true
integration and adaptation of these resources to the university
organization, and as a consequence we have a poor performance and
loss of motivation in the academy, ad in the irstitution it self. Wewill
Jamonstrate this statement in respect to the teaching and research

persarel .
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Selection and Admission

Formelly, & ter 10 years, the university begen to nomelize the adnission
of sare 300 or 400 cotracted professors. Indeed, a very important step.
Selection is momelly mede by aatest, it still it is doe aily takding
academic capadility intoagmart. A persapvlity evaluatio is not amnsidered.
Ner is the professor ‘s career within the institution plamed.

While the adnission process is famelized, inclusion in the payroll takes
6 to 8 moiths, this axstituting a vital prdolem for the professar since he
resds to be paid in arder to heal his necessities.

On the cother hard, the admission and retirement of the persamel
amstitutes another praolem of ubalance that generates intermal anflicts.

Jdb distribution
There are jdb distrilbution prablems. There are no homogenecus and
systematic approaches to board this sub-area. On ae side, the aonoept
between a Teacher-Professor and a Research-Professor is an cpen
discussion throughout the wniversity, exosot in the Faaulty of Science. The
former, keing kasically dedicated to inparting classes, must cover a
schedule that mary times has a negative effect acginst his formation ard
aopinet the irstiturion it self. If ke is an exclusively dedicated professar, he
must cover 12 to 16 hours of classes. Mearmhile, the research professor
must anly dedicate wp to 6 hours of classes ad the ramaining time is
dedicated to his research. Tre catradictim is rooted in the fact thet the
separation of teaching fram research dematuralizes the esseane of the
uiversity, to produce knowledoge. A teacher condenmed to a classroom
produces nothing, tums stagnant, and his suoject mekes no progress.
In excessive and aontimcus teaching load consures time and effort
ad dees not inprove the quality of education ard scientific research.
Uner a persael foaus, this separation may favor the research scientist.
His wark, cgoomred in a doaamatt, serves well to justify his activities at the
ressarch institute, while servirg as a postgraduate ar level thesis to clinb
within the university rarnk system. The teadhers’ work, foming alumi, is
not taken into amsideration for puarposes of prawtion. Neither can he
Justify his jdo in this way, for aily te ef fadthwely didcated class hoars are
accounted. Perfomence, for better or for worse, 1is rot affected.
Teaching ard resesrch or ancther university activity should be aarbined
in a balanced marmer through a new profile desion.



122 Boo (NaApPTLR Y

The distribution prdolem gets worse when we the teaching load is
analyzed in a more precise way . Tre aily reference for 1ced distriburio is
the class hour schedule agreed with the Zulia University Professors
Asgociation (Spatch initdals, APUZ) . May times this agreement has been
axsidered unfair because it does mot amsider other parameters. For
example: The munber of students per professor, per corrse, per sUoject,
SteX

It is not the sare for a teadher to have 15 students per class, ad
another to have 80 students per class, even if they have the sane teaching
lced. This anly gets worse in schools of messive envollment.

Another distribution prdblem is the class time schedule. Some
professors impart classes by day, others by nidt, others dwing both shifts
ad always. This creates a prdblem. A professor may feel thet he is ot
keing fairly treated ard may immediately suffer a lack of notivetion ard
aptation.

Formation

Scientific and pedagogic fametion is ancther prdolem. Tt is true thet the
university has hinen resorce fometion policies: matiawl or intemariaal
sdolarships, sddoatical yesrs, etc. Bit this suib-area does not have an
efficient menegament. If the professor does not himself seck the informetion
ad execute the diverse processes, he will never have the ggoortunity for
further fometion. The Faaulty of Egineering is an exosption.

Between politics ard practice nothing is systemetic. Fommetion is o
laer an instituticwl prdolem. It is a persawl prdolem. Limitatians to
professor formation have been imposed in recent years, such as those
stating that s professor does mot qualify for a sdolarship unless his
prawction jdos are within schedile, unless he has a suostitute, even if
this is resolved at times by applying minimm loads or receiving an
athorization for corsing studies; in sare cases it is exhausting an the
professor, in the senee thet in addition to his teadhing respasibilities ad
daily work, he must now course a post-graduate program which is usually
a nidt tine activity . This af fett s his gysical, mental, exotiaal ad family
hesllth.

In sore cases the situation becomes more carplicated when his study
scdhedile anflicts with his teaching activities.

Arother formmation prdblem is that anly the study time schedule is
acknowledged and not the time required for professioal aporenticeship
practices or other means he may require to achieve his dojective.
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Persomel rotation

Arother prdolem is the persarel rotation sub-area. The selection of
teaching persamel is doe an kasis of a ae subject apgorcach, and not
a basis of a study program hib, as it should be.

Aorent selection criterda regpod to a primitive aocsption of huren
resorce aduinistration, it is atomist and specialist limiting the creative
potential develaarent of the teadher when anfining him to a single jdo,
ativity ar sbjet. Therefare, rctatim is almost nill ar very low. kisnhk
integal.

Tre professor is suomitted to a rautine, ard if he does ot have the self-
initiative to require his assigment to arnother subject, he may ke teaching
the same ane throughout his 25 service years.

Rottire kills a teadher A teadher requires a vision of the entire educative
arcpnization. Otherwise, he will be amstantly suomitted to a process of
de-motivation.

Horizatal rotation (fraom subject to subject of a sae hib), vertical
rotation (fram a suoject of ae hib to thet of a different hib), ad functiaal
rotation (fram the teaching activity to a differet activity such as research)
are non-existent. Neither is there a normative rotation (between
adninistrative positias), which is very limited.

Tre lack of rotation may axtribute to argpnization instability dee to the
fact that a missing resource camct be immediately suostituted. During
this pericd adninistrative (efficiency is hirdered) ard social (Quild strikes)
caflidcs will ggoear.

Performance and productivity

Tre wniversity also lacks an effective concsption ard practice in regpect
to teacher performence ard productivity. The fact that a teadher works
romelly or intensively carpared to ancther that does not to so, dos not
mesn a thing. This brings forth potential uexoressed prablens ard aanflicts
between the hard working persamel and the easy-going workmates.

There are no optimum performence standards. Each day, the fomeal
criterion tends to the minimum scores. For exanple: runcer of classes
diccated, lut without axsidering the scores dotained. Or, the mnder of
Jjdos required for prawctian, even if having no goolication, fram where
the following pradolem area arises.
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Recognition and promotion

Within the catext of the adninistrative cycle there are ro effective
recognition and pravwtion policies. At ecoxmic level, there are ro salary
raise offers fram the authorities. nly the guild syndicates struggle for
salary inprovaments of persamel that want to give more, professiaally
speaking, but cammot do so due to the limitations imposed by the
aropnizarion iteelf.

There are awerds, such as the Jesus Enrique Lossada Awerd (founding
Rector of IIZ) in its tlree degrees. Bt then, this award is granted by the
Uhiversity Goncil, a body thet is not directly related with tesders. The
acknowledgement is made out of the persomel’s immediate working
eviron and usually in an extemporary nmermer. The same thing happens
with the recognition diplames awerded by the Faculties for «X» years of
service.

In respect to prawtio, the aily way W is through a pramotion jdo. The
latter representing a heavy econamic burden for the teacher, who must
finance the jdo, purdesing textbocks, having the jdb typed, edited ard
pdblished by his o finencial means.

The prowotion jdo must not anly aconcem the professor, it duaild also
ancem the educative institution, the latter renewing itself and growing
throgh the teacher. Mly researdhers have institutiawl finencial sugoort
far their jdos, which is a disadvantace far those professars jailed by their
class schedules.

Support services

On the other hand, we count with precarious academic and
administrative sugoort services.

Library text sources are out dated. This has a negative impact on
intellectual corpetence, this filed is measured in months time. Our sources
are extrenely dosolete.

Neither do we count with auxiliary persomnel support, which is
indigpensable for teaching work.

Most professors do ot have their onn wark offices. If they do, it is
ustally capested de to the little availability of soace; classroons take
up most of the gpace. There are no places for having a meeting with
students, no recreation space, no appropriate coffee lounges, nor
coditioned garden areas to emjoy.

As to health services, hore ggportinities and general social welfare,
we an say that these are fair, bt these are products of giild stmuples,
ad did ot arise as goatarecus official policies.
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Work motivation, satisfaction and adaptation

It is then evident, that a system cgeeble of integrating and coordinating
the teaching persarel, their tasks and their working ervirament dees
ot exist; there is ro relatio between the wiversity’s elevated missian
ard its persarel. We can conclude that an efficient and effective humen
resources direction does ot exdst; nor an integration of hinen relatians
which are irherent to the wark process itself. If this would ke as required,
the agpnization would e a saree of notivetim in itself. In relatio to this,
we will show a case study that irvesticates the teaching persarel’s
motivatianal prdolem.

Motivational work (case study)

Tn arder to study this area we designed an inquiry following the theory of
Abraham Maslow.” This theary is Justified de to it s holistic-hnenistic
vision of man. The author acknowledges that new and interesting theories
have been hypothesized relevant to this there, ut noe of them is as well
foured as Maslow’s; we have used the classificarion (ot ot the hierarchic
levels) of needs pragoosed by said author: physiological nesds, security
reads, affiliation neads, nead for esteam ard self-realization.

The collaborations made by Herzberg, Porter, Vroum and McClelland,
highlight and carpliment aspects ariginally indicated by Maslow.

Tre following description ard aralysis aily take into accont the aotext
in which the instrurent was applied; notwithstanding, the author sustains

Also, die to the sociolagic and menagerial nature of the work, the cases
studied are experinmental and anomymous, to safeguard the school and
the gpinion provided by the professor’s equired. In this sanse, we will
refer to the school as X schools.

The methodology began by selecting a sanple representing 10 percent
of the total professorship assigned to the sdool, this rnber resulting in
27 professors out of 270. We also selected a 10 percent sanple from
among the professor s teaching in each department. Ten student staking
the class of Education Sociology at the IUZ School of Sociology were
trained to adninister the eguiry . The enquiry was made in Aordl 2000.

72. MASLOW, Abraham. Motivation and Personality. Madrid. Diaz de Santos. 1991.
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Perception of the academic work

48 percant of the professors enguired think of their work as dulleging
or very duelleging, another 48% ansider their jdo neither dallenging nor
rautire. These data reveal at first glance the heterogereity of the graouwp
that work in the same area of knowledoe. Ad even if it is ot stvace far
this phenorenm to exist, a cause for worry is that 50% of the teachers
feel thet their jdb is maural, a metter thet daxtes a lack of notivatio in
respect to the type of activity .

Buit, to wet point may the jdo itself, in its suostantial aspects, ke
axnsidered as the source of the lack of motivation? Might the coditians
wuder which the work is performed also have an effect? Let’s review the
results:

Logistical support

Only 11% of the professors indicated to receive a total logistic sygort
in regoect to their jdos.

41% expressed that they receive an average sugoort, and the remaining
48% said thet they oet little ar ro sygoort.

A professor nesds lagistical sugport to efficiently exeaute his jdbo;
esgpecially when we gpeak of teaching: an appropriate office, blackiboard,
assistants, class helpers, secretaries and messengers.

Tack of support af fat s the quality of the wark, ard the professor, when
feeling he has no support, necessarily becares de-motivated.

Teachirg is not a sole regomsibility of the professar . Yet this is wet it
seans. The lack of supgport indicates that an efficient menagement system
Income

Trere are different qoiniass in regpect to how far the professars’ wiversity
incore truly covers their nesds. 11% states that it covers less then 50%;
63% affirmed that they managed to cover 51 to 85% of their needs; 22%
menage to cover 86-99% and only 4% can take care of 100% of their
needs.

This data reveals tlhet salary is arretly ot much of an incentive far
professors, egpecially because it seldom meets their basic necessities.

Tre intellectual wark linked to the status of professarship nerdts a higher
incare, being thet this status kelags to the middle class, their leel of
expenses ternds to be beyad the basic necessities.



A QITIASM TO THE HumAN RESOURCES DIRLECTION oot 127

Salaries ard gpecial bads are practically dedicated to cover the basic
expenses, thus leavirng professors in suspense as to how they will afford
their so much deserved family vacatians; not to mention the list of sdool
school year, ard which the university does not pay for, nor reinburse.
Security necessities

The illness beocares apparent when the aralysis touches the affair of
persarl ard labor security needs at work.

At a persanl searity level, aily 26% state thet they have all needs
covered by the university. 59% manage an average cover,11% have little
coverace ard 4% state that they receive no coverage in respect to these
necessities. Tt is a real cause of erotiawl illness ard denotivation when
a professor must nn to a hospital in case of a health energency and
carot figure aut how he will pay for the expensive hogpitalization, surcgery
ar metemity services.

The professor s security system must be restructured parting fram an
agreement between the School of Medicine and public hogpitals, in a way
to lawer aosts oth for the wniversity as well as far the professar 's. Or the
wmniversity may build its own Clinical Hospitd. An ef ficient preventive
medicine program should also ke proposed. There are many altematives
to merece this sittatim.

As to labor searrity needs, havirg to do with surveillance, protection of
life at wark, this is another prablam. 45% irdicated thet the university does
ot cover ar does very little to solve these necessities. 48% say that these
needs are covered to an average extent. Intermal and extermal instability as
expressed in strikes, disturcances, varndalism, police bordering, shootings,
may not gysically af fect the entire teaching comunity, it cxtainly pave
the roed far psydolagical effats of depression ard despar .
Acknowledgment of educational work (social esteem)

Let us now focus a very important area: the world of social ard persaal
relatianships. These relationships have a negptive or positive effect an
behavior. The survey results are as follows:

Two types of relations are produced among professors: work relations
ad friendship relatians. Only 15% expressed that the university authorities
give total adknowledgrent to their work as teachers. This is a drametic
figure axsidering that labor acknowledgrent is a prime factor of motivation
ard permenence within an orgenization. This represents an indicator of
excellence ard acceptance an behalf of the group.
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This is also a stray incentive to do things better drding the next term.

But formal acknowledgement is also a need. Once again we find odd
ninbers. 37% indicate that their work is totally acknowledged, agein, 37%
indicate their work to be partially acknowledged. 22% refer little
acknowledgment of their work and 4% say their work receives no
acdknowledgrent an behalf of his work mates. The lack of recognition
between work metes is a grave prdblam, not anly an a persawl level, but
also fram the arcanizatriasl point of view. kreflet s an egpist ad individelist
altural evirament. This is s produict of ar gldel society . Buk we must
meke an effort to break this scheme and constitute a more humen, less
tedmocratic ane.

Tre isolation geerared by specialization ard the ladkdng of a coordirated
menagement system do not permit the development of friendship and
solidarity between work corpenians. This would ke a different situation if
we would anly work and act as a team.

To the previcus matter, we must add the prablem of politics. 60% of the
professor s equired insisted thet the way politics is carried ait in the
uiversity is inoorpatible with the acadamy, while 40% did not agree with
this statement. Qpinian polarity exoresses the anrat transition affecting
ar wniversity thet is shifting firam an olden day model of social cadition to
arew ae. In the past, political parties played an inportant role in university
social ard acedanic life. This is now derging ad the funre of the iniversity
is discussed at base levels.

Self Realization

We macde a direct question: Do you feel that you have self-realized
yourself from an academic point of view.The answers are compaddle
with the amalysis we have been meking.

nly 37% feel self-realizad, while 41% irdicate an averace self-realization
level. These ninbers indicate that professors are in the middle of the
rceed. Professors carrct deploy all their cgeabilities, thouch they give all
their wark to the wiversity; still they do ot feel a coplete realizatim.
Trere is ro other explanation than the arganization itself, beirg a social
structure that does ot care for the expectatians of its persarel, ot
showing aoncermn for paying a worthy salary, providing seardty, esteemor
improving a teaching model that dhains a professor to specialized areas
(See Chart No.5).
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CONFLICT, ORGANIZATION AND ACADEMIC MANAGEMENT

Management prablems of structural nature as well as those relevant
to dojective and subjective dimensions necessarily create amflicts.
Ard worst of all: the wniversity is not prepared to provide a definite
solutio for these anflicts.

Qur current aonflicts have a cultural structure and perspective. They
are a consequence of a social-academic paradigm that no longer
regpads to its omn dynamics (like an old car that even after being
overhauled, does not work) . Ay factor is an dost ecle for the instititias’
geeratian.

Problems are confronted with the same approaches used years
ago, with a circumstantial and short-term focus. As soon as the
authorities think a prdolem has been eradicated, it explodes violently
back into the scene. These prdblems are in definite of a periodic ard
cyclical nature that doey the sare logic.

There are no substantial oonflicts indicating sarething new; there
are no paradigm confrontations; no encounters between cne study
program model and another.

When a new idea or project appears, the structure itself takes care
of suffocating it. Delaying the discussion, aporoval, tedmical ard
logistical sugport to these imovatians. A lattling aultire does not exdist.
Tt is not assured as sarething natural within humen relations. When
a amflict arises from among the alumi, professor, employee or lay
worker, it is seen as sorething strange, hazardous and surprising; the
authorities assure a defensive position. The respansibility for sarething
is always sugoosed to be bilateral. A adlbure of discussian, of sitting
down to talk and resolve a prdblem, simply does not exist.

Cnflicts are solved through other aonflicts arnd other opponents.
The authorities saretimes impose the law, nomms, or the votes to end
a anflict. The opponent expects to have his prablem resolved, ard if
not, he will declare a strike, in this way paralyzing classes. Both the
authority and the enployee continue having a patermalist conoception in
respect to the ways to solve prdblems. «I have a prdblem - that he
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nmust solves. . .»that is not my prdolam, it is theirss.

University amflicts represent more of a pradblem in their evolution
than in their origin or cause. The time between the appearance of a
prdolem ard its solutio is very costly for the orggnizatiaon.

No lager do we know when a conflict is due to a fair social cause.
Authentic prablems are mixed up with absurd petitions. The prablems
becore worse when national crisis factors begin to affect the
institution: (the package, neo-liberaligm, coups, corruption, the armed
faraes) .

Everyday conflicts becare interlaced, such as:

a. Professors’ union strikes.

b. Hrployees’ union strikes.

c. Lay workers’ unim strikes.

d. Strikes due to student transport, medial service, lunch hall service,
because a class does not have a professor, because semester scores

have not been posted, because the tuition increased, enrollments,
sunmmer courses.

A social orgenism, samre as a biological ae, camet live for lag
with so much pradblems; each prablem must be detected in a timely
manner, ad resolved in a structural form.

We also have prablems of a political nature, these occur due to the
excessive intervention of political perties within academic life in the
university commumnity.

All the previcus praboleams are reflected in the attitude and behavior
of the living actars of ar wiversity, and there is no wgent intention to
solve or relieve these prdbolems.

The everyday routine life of the wniversity authorities, enployees,
workers and families involved becomes exhausting and stressing.

Tt is the athor s gpinian,  that the professors wordkdng in this university
are the herces of a social and academic trauma that seems will never
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end. They are herces because even if they lack a structure that can
support a true menegement, they do all in their possibilities to execute
a poject thet is still a dream: Autonomy. Nevertheless, in the near
future we will need to reformulate the structure so this dream does not
erd.

Strikes
We will now proceed to analyze the soope and meaning of strikes.

A strike is an extreme cmflict through which a worker does not
acknowledoe the authorities goverming the institution, taking the latter
to a partial ar taal peralysis.

There are two types of strikes: 1) those attriluted to the rature itself
of the participents, ard 2) those produced by the formel organization,
or more specifically, the arggnizatian’ s management .

A strike that is produced due to a disagreement an behalf of the
authorities in signing a new aollective labor aontract would belayg to
type no.1. The syndicates or the guild associations not being satisfied
with the results to their proposal, interrupt the nommal develoarent of
instituriawl rodtire. In this case, the strike hes a classic sense, with
histaric significance. These strikes are normal and even necessary.
Social classes or fractions of these, are struggling to overcare labor
et &ality, to firdkalane. The Labor Law protects these strdkes if these
are produced after a lapse of 120 hours of unresolved aonflict.

This type of strike, paralyzing education, is not properly encoantered.
The authorities call for awareness ard historic respansibility . Then they
take their time, sustaining thet the unians ask for too much, that the
university does not have the money, that such a cotract cammot be
subscribed, that the Governmment carmot afford the petition. Here we
see the stupidities of university management. What approach can we
implenent to solve the reasons for a strike? These carmot be solved
under the hedmist conception of men; they must be scientifically and
huenly bosrded. If there is inflation, if o living standards are beirng
violent undermined, if aur true salaries and nominal salaries are out of
balance, we must jump ahead of these prablems and find solutions.
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As a last resource, the strike may be blamed on the union, but this
is historically irevitable.

Management strikes (surprising?) happen when after a contract has
been signed ar negotiated, it is ot fulfilled. Ad if it isnot fulfilled it is
due to the amoept that is had of the wniversity.

An academic, centralist and paternalist conception of menagement
in which the authorities do not clearly define their position before the
guild wnians.

Generally, when it is known that a strike is imminent (assenblies,
threats, quild kbulletins, etc.), the athorities let time pass by befare
begiming to solve the prdolem. There are no invitations to meet and
discuss, debts ard tensions are accunulated, until the crisis explodes,
reralysis.

In respect to the budget, until not being discussed by the university
council, and expenses are actually delimited, and the possibilities to
attend the requirements of each academic area are not covered,

Expenses must be cut clean; there must be balance; the budget
nmust not e primerily directed to a single area (for exanple, professor s
payroll) . The perspective must change.

On the other side, we have that our guilds have an economic
conception of struggle and once the collective labor contract is
executed, they only worry about payment, and academic compromise
is left behind; even more, the guilds do not even assure a collective
engagement with the wniversity, as for exanple: assisting or mmitoring
the acadamic process, requiring the fulfillment of work quality standards,
or attendance, they assure a «Pardon me, I did not understand»
position. The quild must be fully participative, they must be co-1ddoyers
of a social engagement known as education.

The authorities are not in the caodition to encomter ard resolve

axflicts, they generally do the gooosite, not due to their incapdality,
but due to the lack of formmation. The wniversity is ane of the few macro-
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organizatians that do not have an official formation program for its omn
managers. This is why we are offering as of 1991, the Academic
Administration and Management Workshops. 4
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T ke theoretical or practical ggplication of research, plaming, catrol
ard evaluation is non-existent in Venezuelan educative institutians, yet
these tools are indigpensable for their develgoment. If they do exist,
they act separately, ladking the menagerial criterians of integration ard
coordinatian.

MANAGEMENT RESEARCH

This administrative management sub-process does not exist.
Contimuous research is not made in respect to our educative reality,
hence the plans and programs designed become cdbsolete, while new
interral ard exterral realities arise.

Saretimes, it may happen that the organization produces a research
jdo, let’ s say, in the study program area: But then, due to its
cdharacteristics (to be immediately explained), it carmot ke admitted in
the adninistrative cirauit.

In effect, they are very thick reports; this trait imposes more
information on the educative system, and as proven, more information
is equal to less information. In other words, such a jdo is not read by
the decision taking bodies, mostly due to the already explained reasm,
that these bodies are separated from daily academic life.

Also, the information provided carmot be used because:

1. More time and resources are required to produce encuch copies
for each school or faculty conselor, etc. Usally, there is o budoet for
this.

2. Supposing that there are resources for publishing the material.
Then the councils, kefore meking a decision, will want to designate a
Special camittee to study and give their cpinion of the material
according to their own criterda.
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Chart No. 6

Zulia State University
Operational Structure Plan

NORMATIVE PLAN
Program 01. Teaching
a Pre-Graduate teaching.
- Enrollment.
— Teaching persaomel. Number of teachers, totality of professars,
Professor / Student relation, adninistrative persamel, total.
Auto-developrent activities.
¢ Guidance activities.
d Post-Graduate teaching:
Enrollment, teaching persamel.
Program 02. Research
Research jdb execution, mumber of jdos, denamination, types of jdos,

advance, financing, organisms, estimated costs, number of
researchers.

Program 03. Extension
Extension activities, comunity oriented programs, consultancy and
tedmical assistance, cogresses and forurs, publications and audio-
visual documentaries, sports activities, incorporation and meintenance
of athletes, cluos, aulbural evars.

Program 04. Social-Economic Protection

Program 05. Economic Services

Program 06. Administrative and Financial Services

Program 07. General Services

Program 08. Physical Plant and Equipment

Program 09. Finances

Program 10. Institutional Direction
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Tt also happens that when previocus infometion exists caning fram a
diagnostic ar evaluative research jdo, the corcils take a aotrary decisian,

The prdolem gets worse when the proposal or report begins to flow
throghout the entirve comerd line. Tts utility becores mill, because the
councils are not irvolved in the acadamic process.

On the other side, there is no investment directed to menagament
processes, such as institutiarl research ard aatrol. In this way, decisias
are rot based an certainty ar prdeehility, they are based an total uxertairty .

Qurr adlture is still aral in recprds to infametion metters. All caladlatias,
all menmory. In this way we will never have an ef ficiet urnversity .

PLANNING

Plaming, understood as a menagenent process, necessarily implies
talkdrg decisians in regprds to the futire of the argpnization.

Plaming, supgposes a philosgdy that is defined by those who will direct
the institution. They must decide what they wish to achieve, which is their
missian, their policies, throghout a determined adninistrative perdiad. They
also nmust decide how, with what strategies ard resources they will work

Unfortunately, plaming is not procerly exeaited in edixcative institutians,
ad when it is firally goplied, it enconters many difficilties.

Operational Planning

1UZ has been meking efforts to develop a plaming system since 1977.
On Zpril 9th 1980 the Orgenic University Plaming Regulations were
aporoved. The Gareral Divectian of Plamirng, in darce of policy fomulation
ard design, was created. Ard thet was about it. The regulatians were not
incorparated to the dyramics of the Faadlties, in spite of the effart mede by
the experts in exeauting this project. University structre impeded the
develgoent of this project.

later, in 1987, an operatiamal plaming scheme was imposed on IUZ by
the National University Plamming Office. This schere was ased on ten
programs as we can see in dert ro. 6
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Tre fivst difficulty with this proposal wes thet the qoeratiarl plan wes
aporoved, without first aporoving a gpecific strategic plan ar general plan
for the specific university .

The secand prdolem was that the plan had a highly quantitative schene:
arollment, teaching persarel, mnber of research jdos, etc. It hed a
clear ecoany-efficient lased concesption. But the canter of educative
plaming, as is the plaming of the study program, was not amsidered.
This accoanted for a third prdolaen. By that year, IZ hed built a tradition in
said area, ad the study program required at least, a partial evaluatio,
since the first programs of this mnabare had core into effect in 1984-85.

The fourth prablem was the educative conception used based on the
teaching program schare; when being identified with pre-graduate and
post-gradiate studies, it leaves aside, at least, the bi-dimensiawl aspect
of these, or said, as teaching-leaming processes.

Is te fifth prdolem we must mention not anly the reduction of the
wmiversity’s aarplexity to ten prograns, but also within these programs.
For example, the teaching program was formed by four sub-programs,
ard substantial aspects such as professianl practices and the knowledoe
area iteelf were left asice.

The sixth prdolem wes the clear isolation of the programs, with no
poesikilitdes of integration.

By 1989 the gperatiaml plaming model had been practically abendoned.
Few authorities insisted an its goplication. They were never incorporated
into the daily routines of the professor and student camunity .

Strategic plaming
Foundation

The previocus model was substituted by the Strategic Plaming Model,
designed by a group of experts of the Gaeral University Plaming Divection
(@IPD) . This plan was presented to the wniversity comumity precisely
o the day of celdoration of the IIIZ Cantemial Amiversary .

The plan theoretically aostituted a suostantial advence in acadamic
I
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This plan (the blue bodk, as it was called) presents an updated
foudation of the products that said plaming method has provided,
recalling the contributions of Carlos Matus, Julio Santos Corredor Ruiz
and Hugo Moyer, among others.

At least six different elavents are amsidered in strategic plaming:

1 Z2ninitial sibetion (s).

2 In dojective situation (os).

3. Non-routine unit-acts.

4 Mn actor.

5. Primery dojectives.

6. Opponents. "

Aditiaally: the four stages of the plaming process are shown:

1 Explainable momentum (M1) .

2 Normative momentum (M2) .

3 Strategic momentum (M3).

4. QOperational-tactical momentum (M4) .

The most important agpect of this proposal is that it overcares the
rigid and abstract schare of nometive plamming, due to the fact that it
is centered on the dynamics of reality.

Strategic plaming:

. 1s a process through which an actor, in the presence of goponents, cgins
the capacity to intervere in arder to achieve an dojective situation (cs), thet is
desived perting from the initial sitetion (is). ™
In the case of superior education, the new model acknowledges the

diversity of actars thet do not have total power, having the need to
dere it.

Also, as indicated by the document quoted by the managers,

. situations, problems of dif ferent nature, intensity, magnitude and

consequences must be permanently confronted.’

73. GENERAL DIRECTION FOR UNIVERSITY PLANNING. ZULIA STATE UNIVERSITY.Towards
an Institurianal Strategic Development Plan. Maracailbo. Venezuela. 1991. p. 29.

74. Idem.

75, Tad. p. 4
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Therefore:

. these (situations, prdblems, etc.) must be confronted and decisions must
Ie taken under the contingency, according to the information and analyses

that the circurstances allow.

Hence, the menagers must be able to «identify and rigorously explain
today’ s prablems, foresee potential problems and be prepared ahead
of time».”’

Strategic plamning structure at LUZ

Based an the previous considerations it was proposed that the
wmiversity plans were to be designed parting from eight prdolems of
adty, as doserved in the following dert (dert mo. 7)

Chart No. 7

Zulia State University
Strategic Plamning problem structure

(1992-2002)

Main mid-term problems to aboard:

Problem No. 1. Low student academic performance.

Problem No. 2. Defficient university teacher formation ard updating.

Problem No. 3. TInsufficient research develogrent within the institution.

Problem No. 4. A limited bond between the university and the
surrounding contexts.

Problem No. 5. The wniversity commity’s poor attitude towards the
plamning system.

Problem No. 6. Defficiencies in the budget formilation process.

Problem No. 7. Absence of a coordinated university information

system.

Problem No. 8. ILack of a coherent and systematic
maintenance and repair system of goods.

76. Idem.

77. Idem.
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A criticism to strategic plaming
Criticizing the fundamentals

This model parts fram the pramise that reality always presents itself
to an dbserver or actor as a prablem. This premise is construed as
«ordblem plarming» or «critical knots» as they are also called.

The pramise is partially valid, because this does not always hagoen.
Reality’s camplexity and multi-dimensicality inply the existence of
normal and also prablematic situations, structural or contingent
situatians, routine or potential situatians, hence, working uniquely with
prdbolems also inplies to leave aside social diversity.

To base plaming on eight prablems means to reduce university
dynamics, which the author has identified to be initially carposed of at
least 20 to 25 institutional developrent areas. But even when acospting
reality as a prdolam, this reality would ke dif ferent in each Faculty,
School or Department. A prdbolem in ae of the instances may be
anpletely dif ferent at ancther, in degree ar intensity, or sinply mey
not appear as a prablem in another related dependency .

The plammer, when reducing reality to eight prdolans, did not diagnose
other realities which unattended tumed into prabolears as grave as those
detected. In this way, for example, the study was centered on academic
prablems and not on the labor requirements of professors, employees
ard lay workers. ZAnd when it wes their tum to sign the new labor
axtract, they initiated labor anflicts arnd strikes. During the 1990-91
academic year, the quilds crossed their lire and almost totallyparalyzed
the institution. Qre pramise definitely has a greater value under situatians
of cotingency then under structural situations.

What happens with plamming that implies the decision on norms?
How are non-problematic resources and areas to be treated? How will
work procedures and methods be boarded?

Plaming does not have the answers for these questions. It would
have to be broadened.
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Criticism to the implementation of strategic planning

At this level we will insist of the traditicnl apnizatiarl paradigm
ad its relatio with plaming.

The university incorporates plaming as an orgenizatianal structure.
The General Direction for University Plaming is aonstituted at a central
level ad with of fices at each Faculty. These depend on the Dean’s
Office (or the main executive lire) .

As explained in Chapter ITTI, several organizational prdolems appear
that necatively affect the university’s acadamic process.

1. Important functions of the Uhiversity Council are delegated an a
ansultancy structire. Among the consequences of this fact we have
that both the University Comcil and the amsultancy unit (General
Plamming Direction) are denaturalized when the former leaves to the
latter those decisions regarding policies that afterwards will be
approved by the University Council. The denaturalization occurs
because by law, it is the Uhiversity Gouncil thet has the power to take
strategic decisions. When leaving these decisions to experts, the
Uhiversity Council tums itself into a processing, mn-strategic orgenism

2. As a consultancy structure (see Article No. 1 of the Organic
Plamning Regulations) it breaks the command line, the command unit
ard the aotrol charmel, as explained in Chapter ITT.

3. When the University Council delegates the General Plamming
Direction the responsibility to elaborate the plans, projects and
strategies, following the guidelines issued by the Rector s plaming
concil (Article 30, Nurber 3 of quoted regulations), the university
management once again assumes a centralist conception.
Dependencies possessing proper characteristics are not considered
and these carmot be submitted to the campliance of plans made by a
central organigm.

4. The General Plaming Direction takes away function from the
organizaticnal structures that actually are in the comerd line arnd
that possess the lecpl coditians required to direct the respective plans.
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W e are referrirg to the Academic and Administrative Vice- Rectorates.
The consequences of the previcus practices are as follows:

1 Reduction of the Vice-Rectorates to the mere offices of the
respective Vice-Rector.

2. Reduction of academic functions to mere surveillance functions.

3. 2An open opposition between the Vice-Rectorates and the GUPD,
a nmetter thet:

a Wil nillify bath.
o Will wark ina parallel, non-coordinated marmer .

c Agreements between said structures, but broadening
bureaucracy, ard both losing ef ficiaxcy .

CONTROL AND INSTITUTIONAL EVALUATION

The anly aontrol that is more or less goplied with certain methodology
in mird is the budget aotrol. Anyhow, the latter is not used as imout far
feedoack, to improve administrative quality, it rather as a requisite of
the intermal budget control office and the Natiomal General Control
Office. There is o aotrol or integral evaluation of the institution. The
academic area is not directed from a menagerial point of view.

Tt is inpossible to meke an evaluation if there is rno regular plaming
done, if the organization is ocut-phased and the management models
are persawlly oriented.

The rectorate authorities have decreed the evaluations. They even
formed a Comission for the Academic and Administrative Reform of
the zulia State University (IUZ). This commission promoted projects
Started of £ an inmportant movement with highly qualified professors.
Nevertheless, time went by and no results were seen. No change
strategies were established for the university comumity to acoept the
need of evaluation.
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Tedmically speaking, these areas do not count with any logistic or
humen support, hence in the near future, we must begin by regulating
the academic and administrative processes. 4
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T his chapter explains the fundamentals of the new organizational
paradigm proposed for the Venezuelan educative system, giving special
enphesis to its goplication at the state wniversity level.

The new paradigm, upon retaking the essence of post-modemmity,is
modeled until constituting a system which the author has called the
Organic Humanistic Academic Administration and Management
System, ar sinply the HAGA-LUZ system. (These initials stading far
the Spanish «sistema Humenistico de Administracién y G erencia
Académica de La Universidad del Zulig).

The term academic holo-management has also been applied due to
the holistic or integrative mature of the proposed system. Also Humane-
Management due to its focus o men as the central element of university
admninistratim.

Having mede the proposal in its essence, or said: the fundamentals,
paposes, dojectives, structure, strategy and viability, we go an to other
chapters, to the detailed exposition of the proposed structures, without
leaving aside the prableamns currently in existence.

Principles of the new organizational paradigm

Before an orcgnizatiaml structure that is besically centralizing,
authoritarian and paradoxically scattered and inefficient, we propose
an academic, humenized, decentralized and integrated, efficacicus,
efficient and socially effective orggnizatiaal structure.

To constitute this structure, we must begin by amouncing and
explaining the principles upon which it is sugported:

Humanistic principle: Man as the central being of organizational
development

Until now, development has been construed under the terms of
structural develogoment. At school level, develcpment has been sought
in teaching functions, in a huge study program, in science, in extension
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research, and in the wniversity in general. But we camot acknowledoe
that this develgorent has a relation with the persawl develoorent of
teachers and alumi, enployees and lay workers; at the most, their
develoarent being a lateral autbranch of ideas or economic achieverents.

Before this perspective, social develogrent must be ordented to the
daily life of actars acaelly presat in the educative institution.

Huren developrent is important as a bio-psycho-social and ecological
state/process under permenent construction, where education has a sense
of directim far the lives of men, where reality’s dojectiveress hes a relation
with siojective percsotion.

Humen developrent means realization and happiness. It is the mutual
understanding among professors and students, employees and lay
workers. From here we have that each structure is understood as a dialogic
relation in where a men provisiawlly coagpies a geecific status (drective
position) and ancther men, a corplinentary ae (professor or student) .

Hren develaorent nust ke divectly related with the life quality of the
participants. This means a constant realization between men and his social
structures.

Realizatim inplies the harmmicus deployment of a being’s irmate virtues
ard imer capebilities beyond his needs, prdblems ard wishes through
the deployment of his potentials.

Dee to its matral way of beirng, realizatim is egqual to hggpiness. Rar
achieving purposes, goals, recognizing values such as the truth,
correctness, peace, love and non-violence, as says Master Sai Baba.

Uil now, social-structural develcpment seens anly to value reasm,
ard he who has this reason through oontrol mechanisms, will achieve
power and domination. And when this orgenization or persm is questianed,
he will activate the principle of violence, opposition, insuperable
aatredictim ard etenal hatred. In this way, humen development almost
meneged to physically and mentally amihilate itself when using the atamic
bonb. This is why lumen development, parting from the premises of
post-modemity, acoepted a shared, dialogic or comumnicative reasm,
as Habemss explains to us. The individual being must understard that its
mission is to progress in a oollective mamer. That when confronting a
situation beyad daily routine, he must rearr to his potentials and wark ot
a solution. Hnen develgorent is ariented similtanecusly to the individual
being, his self-realizatim, as Maslow says, bt also to the social being seen
as a relation of comprehension, acknowledgment, help and cooperation.
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The purpose is to develop both students and professors, and where the
study program, plans, exeauttion, cotrol ard evalustion are a result of
previocus agreaments arnd not as impositians an both parties.

The humanistic principle overcomes the anonymous men and the
structure-manager, werrant of roms. The human being becomes an
inportat etity, where study and work not anly represent a mean for
physical biological reprcduction, but also for himen ard professiaal
realization. Ad likewise, work is amsidered vital for the arpnization and
for the rest of the workmetes.

In definitive, the arggnizatiawl structure dees not need to ke inproved
in relation to its medenical ard firancial goeration, but for the inprovement
of humen ard scientific developrent of menkirnd.

Social development is simultanecusly individual develogrent. One alayg
with the other, they are processes which we could fuse together, ths
expressian.

Likewise, developrent must be focused both on the person as well as
an the task ard process of social interrelatians thet acoarparny the same.

These relatians may e exposed, ot an a flowdhart, but rather in a kind
of humenogram, where instead of charts, rectangles ard arrows, we would
fird amiling faces of beings giving ae ancther a hard to develop together
Principle of experimentation and change

e have a wniversity that nules itself by 20 to 30 year old noms. In their
time, these norms should have represented agreaments. But today they
seam to be aut of place to clerks, and may of them are dosolete. When
such norms are currently aarplied with, they serve as an dostacle ard
hinder institutiarl develoorent. In this way, we have that when the Rector
cawokes the University council for their weekly meeting on every
Wednesday (as per the law), using the same criteria, instead of
progressing, he regresses in time like flying an a nomretive boarerarng
bk to the sixties. 2As layg as the authorities guide themselves with the
sare organizational paradigm, the university of the past will becore
strager, while the third millemium university will move firther avay . Yeeit
is fair to meke clear that we have seen mary an authority meke all possible
efforts to imovate the fundanental acadamic areas: teaching, research,
extensian, but when gpplying the aurrent organizatianal model these areas
becare paralyzed. The directive system will never ke able to work in
such an inefficient ard scattered structire as today’'s.



152 Soo (UAPTER VI

TIn ader to actally eter the TTT millamium we nust as of taday live (ad
not anly declare) experimentation so we can have access to new concepts
ad reject those that are now depleted.

This agpnizatianl principle is aarplimented by the atthologic principle
Statirg that «all is pemeratly dengirgs, «othing is statics. It is acosoted
that everyday there are new relations produced that overcore previous
relatiass. If this is so, the directing autharities ad the bage must sesk
mechanisrs for the wiversity to acontiruously re-adapt to its cuter
aviramat as well as its social, tedmical ad political lewels.

In organization is an expression of social relatians produced in a
Getermined space ard time. If new relations apgeear (within norms and
custans) these would need to be inmediately substituted; or otherwise,
permenent aanflicts between the past ard present would arise; amflicts
between nometive practice and reality. Between the structure-menager
and the creative manager .This duality nomelly ramins in an individuals
mind, producing what psycdhologists call «cognitive disonances . Daily
routine elimirates the latter ard reinfarces the famer . Changes have anly
been achieved when leaders have actually acknowledged the emergency
of a new educatianl reality. For this we need corage, faith in arselves
ad faith in the fiire.

Decentralization

Another assured principle is that when we acknowledge the exdistence
of professiavl graups (with gpecific dojectives ard goals thaet neke the
different amag each other) , the decantralization of the existeant structires,
processes and functions becores necessary.

Decentralization is the acceptance of the fact that the kase has a
hetercgenecus nature, but with a sense of responsibility and self-
mernecament . It amstitutes the reestablidment of the exdstential codition
of men, in the measure that it cares aut fram uder its cover, to becore

Decantralization is not an act of delecpting authority an belhalf of soe
individuals who give arders upm other wo doey arders. It is the recovery
of the power to take decisions that was surrendered during the modemity
periad. Tt is the freedon of sequestered reasm thet is essantial for the
recovery of commicative reason, as explained by Habermas.
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Holistic Principle

Notirg is isolated. Reality is a wiit. Berything thet is doe, alters ar
support s the tetality, therefare, even if it sears to ke a paradox, the patis
all ad tte all is a part.

Tre holistic principle inplies that we nust thirk ad act with a wnified
comumnity focus, yet maintaining ar particiar reture. A wiversity hes
properties thet distinguish it fram other social agpnizatians, bt anything
daxe intermally will have repercussion an society . Witnit self, the university
axtains all the carpaents it needs to gperate and reproduce the social
wmiverse of which it foms pert.

Tt thet society is In ardsis, the utiversity will reoodcee thet arsis. B if it
changes intermally, society will also deage. The same happens with a
Faculty.A School or a Department. Each is a universal unit ard must
becore indepardent in ader to integrate itself to the wniversity ad to
society. Likewise, when the alumi achieve excellence, they project
themselves af fecting the etire institbion in a positive mamer. But when
failirg, the later is paralyzd.

Until now, thought has been carried an in an isolated form, ard each
Faaulty, though depending an the University Concil, marches alane. St
it will try to sharpen rninbers ard do it best effart with a precariaus budoet;
it the goolication of the holistic principle denges these perspectives.
Each entity assures totality as a principle of action.
Principle of Integrality

Tre Iolistic vision sugooses thet the institution must, as a fact, have all
the social companents and entities required for educatianl qoeration. Each
ae of these, in tum, is vital to the stability ard derce of the aganization;
this without fargetting to establish the strategic principles.

Principles of Integration

The holistic conosption inplies that himen orgenizatiamwl structures
establish efficient interrelatians to achiewe the proposed goals tlrouch
methods and mechanigns clearly defined and shared by all. In this sense,
menegenent will perform a role of integration between structures ard
men.

Principles of the pertinence of memagement to the organization

Tre ratire of the arganization will determine the natre ard structure of
the management, and not otherwise. Therefore,
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1 Academic menagement is a sub-system of the educative system.

2. Academic management assists an argpnizatian’ s ef ficgy, e ficiecy
and socially effectiveness. Hence, management is by excellence, an
Integrating process ard the lack of it, mey produce instability and regression.

Now, if the agaiization is holigtic, then its management must also have
this daracter. If language allows us to, we may call this holamenagement,
in other words, a total mereganat for a tightly structured ard interrelated
arcgnization.

Logic

The structure, processes and functions proposed distinguish themselves
occupying and complying with an order, sequence, continuity,
similt anecusness and complementation. In this way, we cn idatify at
an administrative process level: research, plamning, organization,
eeaution (inplerentation, resource direction and aotrol & evaluatian) .

At an academic level, 22 develomment areas have been delimited and
defined as relatively autananous social subsysteans possessing their own
nature, structure, process, functions and very specific goals. At an
acgnizatianl struchure level we identify fundamental structires, service
stmuctires ard linking stmuctures, etc. We will later give further detail of
these areas ard structures.

Dynamics

The paradign to ke constructed understands that educative and social
reality is not a linesr structred prdolan, bt a multiple struchred ae.
Reality is experimented when the actor interacts, related with another.
Parting fram this reality we must agree or ot a plans or projects.

Academic holo-menagement has the mission to safeguard the life of
the educative arggnization, overcaning situations, resolving them, dhanging
them or readapting them.

Plaming is a morentum of meregement, and it is certainly not the
most inmportat adtivity. Others, such as exeattion, direction, cotrol &
evaluatim, are equally useful. Yet anly if we place men, his necessities
ard goals as center.

In orgenization may even possess all these administrative processes,
but not have them integrated. Here is where meragement cores in to

play a strategic role in favor of crgenizatiawl developrent. Menagement
amstitutes the link and irmovation between the structural ard the hunen.
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Continuous quality improvement

If reality is derging ard dyramic, then it is indispensable for the
menagenent, and the base, to constantly improve the organizations’
general and specific processes.

A plan must e modified when required by reality. So must an
organizational structure, as well as its performence and services.
Scientific principle

Human and scientific elements hold hands; creativeness and
dojectiveness; logics and dynamics all need the contrilbutions of
scientific knowledge, be it to meke diagnostics or foresidghts, or to
change and make decisions.

Scientific methodology enables academic management to
conpreherd the logical side of reality, so it can visualize an arder, ad
also, to produce knowledge that may assist mens realization within
the organization.

Union of strategy and operation

In a decentralized orgenization, strategic decisians and cperation
carmot be divorced, nor can there be divorce among that who takes
decisions and the executor.There is a solution of aotiruity .Al1 beings
within the orggnization are directly irmvolved in the process. Decisians
aretaken in a joint marmer, within the aotext of a dialogic relation ard
a base of common agreement.

The role of the directors

Wen the directars are identified, their role will not be of goerating
as surveillance or mnitoring the instructor of the educative process.
The directors nust ke sufficiently prepcared for their role.

Managers are directly irvolved with the organizations’ develooment
and they work in mutual cogperation with other organization menbers,
such as: professors, students, lay workers and employees.

In the ITT millemium, they may be called co-menagers and co-workers
rather than subordinates. The director, as well as the rest of the actors
are workers: ae is not the others’ authoritarian director or boss taking
advantage of his positian, the other is not uder contiruous sacrifice.
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Delegation

In Modemity, as a histaric ard adltiral progess, the act of delegpring
power wes always feared. In order to maintain uniity, the acpnizatias (of
vwhich the wniversity is an exanple) centralized the power of taking
decisians.

Today it is known thet delegption actually strergthens the power of the

W ith Rost-Modemity, decatralization does rot inply isolatian, bt fhuidity
in eertirg athodty at other levels. Tt is relative autaxny in the aatext of
an organization. Relations to live ard survive as a camumnity must be

The ethics of trust

While centralized structures are generally based an distrust, o the
incapability and an the existence of corrupt persons, post-modem
Cecantralized structures are sugeorted an good worker ethics, an trust
among directors and workers. Everyane trusts everyane.

Tre existance of supervisars in traditicwl agpnizatians, as bodies in
charce of 1adying between the General Directian, the lay workers ard the
aployess, are an exoression of distrust. The director that integrates
strategic and gperatiarl functians indicates a movament of trust in men.

Post-modem structures also goply aattrols ard evaluatians, establishing
respansibilities. But these must be understood as inmediate gquides to
know and contimuously improve processes. They are neant for leaming
ad suocess, ad ot for failure ard frustracion.

There is an exanple that the author does not wish to pass by. kisa
popular enecdote. A supervisor arvives ab a sdool to evaluste student
leaming in a literatire class. Tre teader is infomed, he leaves the
classraam ard the supervisor cares in. The supervisor asks the students:
Who wrote «Dofia Barbara» (a famous Verezuelan rnovel), ard the students
answered ae by ae that they had not written it. The supervisor, firiasof
the sittatio, wat to lock for the teader, wo af ter listenirg to the
Supervisors’ accoat answered: if my students said thet they did not write
it, ey didy't, adperiad. The supervisor, row in rage, infams the sittetiom
to the Chief of the Rlucative District, aily sayirg: wet a disaster, foostting
Shakespeare! What a pity!
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This popular aneadote reflect s a clear criticiam to the supervisar s figre,
which is ot irvolved at this bottan level, nor does he take decisians at a
hider leel. Br the figre exists de to the lack of trust.

This isolated story reflects the acadamic-admninistrative prdolem we
have. Trust supposes a ocontimuous preparation among professors and
divectars. All helping ae ancther in the achievament of educative goals.

Integrated networks of decentralized organizations

Decantralization is rnot an isolated ar atamic process. It is meat to
achieve ity through heterogeneous functiaality.

Deatralizarion is vital, even far the efficiat findriaslity of acaiizatiasl
macro-structures.

This post-modem process inplies coordimation ard not fusion. It is
integration based on common projects and engagements and not on
assimilation. While in a traditiarl acanization relatians are axstituted as
the sumit, where the power is concentrated; in postmodem organizations
relatians are bom at the base ard flows uowards, with the anly dojective of
achieving integration with other similar argpnizatians. In the encoater,
integrating levels are formed with power caditioned by the base itself.
Participation and taking of decisions

Participation is also vital. Tt is achieved when social actars take strategic
decisians thet determire the future of the acpnizarion. For this reasm,
middle clerks or messenger clerks and supervisors must not exdist. Wat

Social efficacy and effectiveness are achieved when the plamer is part
of the process ar eduatiarl reality itself ad is not isolated. Moreover,
instead of a plamer, he nust ke an integral of ficer that nomeally inchudes
the plaming sub-process amag his dities.

Efficiency is achieved when the actors know the orgenization an a daily
basis ard for this to hapgpen, they must experiment it at every marent arnd
ot sugpose that ance plaming is mede, there will be clerks to adequately
exeaute the plans.

The postmodem educative officer is a total keing and actor within the
aotext of an apnization thet is also holistic ad arognic.
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Firglly, decantralization, more then a tedmical process to transfer
functians ard attrilutions fram the sumit to the base of the arganization,
is a philosgdhical and scientific process, fanded an the new humen being,
who has the ggoortunity, and wants to, dgploy all his cgpaailities ad
potatials.

PURPOSES

All autcanous universities are the regult of a histardc Venezuelan and
Iatin Averican project.

Academic administrative autonomy, which in the past was an uuisual
phernarenon of the exercise of institutiawl power, now represents an
etrire social-ailtural tadacy.

Today’ s university, despite of the crisis, has grouds uom which to
guide this decentralization process, kecause autonany is in ultimete
instances, its’ reasm to exdst.

To strergthen autaxany amstitutes ae of the purposes of this jdb.

M the other hard, we wish to integrate the social processes with the
university’s academic processes, and maintain a broad relation between
them.

Firelly, the papose is to huenize the wniversity’ s social-tedmical
structure, in a way that acadamic wark cgins a sense for the daily life of
students, professors, enployees and workers.

OBJECTIVES OF THE PROPOSED MANAGERIAL
ORGANIZATIONAL SYSTEM

1 To devel a socially ef fective university that throush the develgorent
of professianls ard specialists, sciatific ad altral production, ad the
direct actim of the instittion’s menbers will ke allowed to assist the
necessities and goals of Venezuelan citizens and society.

2. To develop an ef ficacicus wiversity, where each ard every ane of the
wniversity areas reach their dojectives, as agreed by the wniversity’s
govermment and co-government and legitimated by the bases of
professors, students, arployees and workers, as well as by the society in
geral.

3. To develp an ef ficient wiversity where the huren, meterial, space
ad physical resorces required for reaching the institutians’ dojectives
are ratiawlly irvested in a timely mamer .
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4, To achieve the optimm quality of both the processes and academic
adninistrative products As quality we mean the gptimization of processes
ad praducts in relation to the nesds and expectatians of the actors, users
or clients of the educative system. Be they professors, students, enployees
ad workers, ace well ace by the society in geeral.

Quality is a aowsption that assures the responsibility of amtiruous
improvement, during and after the correspanding academic-administrative
cycles.

At the educatianl level, quality must e aostrued according to several
dimensions: as are the tedmical, social, administrative, menagerial,
academic and humen dimensions. Centering the effat o the latter ae. A
professianl with hich tedmical cgpabilities is desived, bt nostly, he must
ke a very sensitive persm.

5 To adhieve acadamic productivity: the goal is to develg an integral
professianl, according to the dojectives foreseen in the study program,
within a specified formation cycle and using the indispensable humen ard
meterial resources.

Productivity is a relarianship ketween ef ficacy ad ef ficiery. B ficegy
represents the relation between the dojectives that have been achieved,
ard those that had been foreseen.

While ef ficiery, is the relationship exdstent between resouroces ard
processes that have been achieved and those that had been foreseen.
Tre idea is not to go acpinst time, ar lower edxcariawl aosts. Tre idea is
to raticnlize the expenses.

When we speak of efficiency in education, we speak of making
investiments according to the requirvements of the respective academic
process. If a fomerim plen requires a specific type of resomces, these
should foud ard applied. In education there will never be expenses but
investment, since we are building ar fubire in tems of values, intelligaxe
and behavior, factars of social develqomat.

In investment below that foreseen is as fatal as ae exceeding the
requirement s Academic productivity is a goal that must be reached.
Student s with low saores rameining 7 to 8 years in the institurio are of 1o
value to the system. Low productivity not aily has a negptive effect an the
wiversity, bt also af fet s the graduate himeself, as well as society.

Taday’ s autanomous university is almost drowned by institutions of ferirg
efficiaxcy as a mejar attractive, in were studats will not loose tine in
theilr creers. Autononous universities must enter the educative merket
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Chart No. 8
General Evaluation & Control Matrix

HAGA-LUZ System Academic Workshop
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aapetition of ferding a hich gqality. Buit to ke able to aopete, it needs to
be efficacicus ard efficient, ard meke it’s own comitment before the
country .

Conpetition is correlated with social effectiveness in the sense of
producing academic developrent for the benefit of social institutians.

W e must clarify thet the university does not lose it$ autonomy,t
decides what it wents to do ard how it will do it. Requirvements and
potentials must be balanced in a way that the institution does not fall
behind due to merket carpetition or perticular interests.

THE PROPOSED FUNCTIONAL-ORGANIZATIONAL-SOCIAL
STRUCTURE
Vertical Structure
A multi-pyramidal, escalating, linking orgenizatiawml structure is
proposed. It is explained in the following chapter.
Directive structure (See Chapter 9)
Functional structure
The system proposed has been developed from a functional (or
horizaontal) point of view, parting from two dimensions, which are
registered in a Control and Evaluation Matrix. ® (See Chart No. 8.)
Developrent areas are delimited and defined in the first dimension;
with each area we identify the relevant sub-areas, as well as their

variables ard indicators. The areas are represented in the rows of the
Control and Evaluation Matrix.

78. Progress has been made in the Cotrol and Evaluation Matrix structure as of 1988; see
MENDEZ, EVARISTO . How and Why to Scientifically Evaluate the Zulia State
University’ Schools by consensus? Chapter IV.



162 Boo

(UAPTER VI

The Administrative-Management Processes develop in the second
dimension of the of the HAGA-IUZ system. These processes appear
in the colums of the Control and Evaluation Matrix. These processes

are the followirg:

Research:

Development planning:

Orcpnizational plaming:

Execution

Inplementation:

Evaluation:

Determine the prablems, necessities and
goals (intermal and extermal) of the
institution that serve as a amstant base
for memagement decisions, and also to
serve avoid risk and uncertainty .

Decide what will be done (policies,
dojectives, goals) and how to execute
these decisions (strategies and
resources) .

Decide and design the organizational

Install the organizational structure
(umen and physical) according to the
plans.

Integrate the interests of the workers with
those of the organization through
motivation, leadership, comumication,
in a way to achieve the objectives
foreseen.

Verify the fulfillment of the plans ad
Determine the institution’s ef ficacy,
e ficiecy, social ef fectiveness, quality
ard productivity, as well as the causes
impeding the achievement of dojectives.
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Cntrol ard Evaluation Matrix: is filled according to the following
Instnuctive:

Chart No. 9
Instructive to fill in the Institutiomal Cotrol
and Evaluation Matrix

1. DEFINITIONS

Definition of Control: a management process through which the clerk
that is regomsible for an orgpnizatiarl instance or level must verify if the
area (or sub-areas) have been fulfilled (or are being fulfilled) in each ad
every one of the management processes.

Definition of Evaluation: a management process through which the
clerk that is respansible for an orgenizational instance or level determines
if the results foreseen for each process were actually achieved. If not, he
must identify the causes.

Matrix specification: the rows contain the areas and sub-areas. The
colums contain each and every management process. The imner cells
(corditiamal cells) contain the actual status of the develoarent area and/
Oor management process.

2. STEPS FOR FILLING IN THE MATRIX

To fill in the matrix, we must answer the questions made in item 2.1,
following the answering patter indicated in item 2.2

2.1. Questions.

c =  Column.

C1 = Development areas.

Cc2 = Must you develop this development area or sub-area?

C3 = Research.

C3.1 = Is there a tedmical diagnostic report for the area or sub-
area?

C3.2 = Is sareae specifically respansible for meking this report?

c4 =  Plamning.

C4.1 = Is there a developrent plan?

c4.1.1 = If a develogrent plan does not exist, determine if there are

policies (pol), justification(j), dojectives (do), stxategies (s/
o), plan vizhility (V).
c4.2 = Is there an orgenization in charge of meking the plan?
= Execution.
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C5 =  Inplementation.

C5.1 = Was the plan implemented according to its specifications?

C5.2 = Was there an organization in charge of the implementation?

ce6 =  Directim.

c6.1 = Did the persarmel show motivation in their work or tasks?

C6.2 = Did the work group manage to work as an integrated unit?

C6.3 = TWhere the tasks coordinated?

Cc7 = Are there results or not?

cs8 = Ctrol .

cs.1 = Was there ocontrol or not?

C8.2 = Was there an organization in charge of control?

Cco =  Evaluation.

c9.1 = Was there an evaluation?

C9.2 = Was there an organization in charge of evaluation?

C10 =  Conclusion. According to the control performed, please
note down pertinent conclusions in this colum:

Cl0.1 =  Structured (when processes and areas were acconplished) .

C10.2 =  Semi-structured with negative trend; less than 45% of
foreseen activities were accomplished.

C10.3 =  Semi-structured average: when 45% to 55% of the foreseen
activities were accarplished.

Cl0.4 =  Semi-structured with positive trend; more than 55% of
foreseen activities were accomplished.

C10.5 = Non-Structured: when the area is absent and/or is not
developed within its respective area.

Cl1 = Recommendations. As per conclusions, make a
recommendation.

clia = Area must be structured.

cl1.2 =  Repeat likewise for next term.

c1l1.3 = Adjust area for next term.

Cll.4 =  Area needs strengthening.

C11.5 = Area must be re-structured.

Cll.e = Introduce changes in management process.

Cc11.7 =  Others. Specify.
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2.2

Yes

Yes

Yes

Per

Answering pattern

g
Il

Each coditianl variable must be filled in with Yes or No,
and the information must be complimented according to:

When the area or sub-area is accomplished in the relevant
management process.

When the area or sub-area is accomplished, but the relevant
management process is produced at another level.

When the area or sub-area is partially accamplished in the
relevant management process.

Yes can be completed with

Process.
Permanent.
Occasional.
may be
Previous.

In process.
Firel ar taoal.

evaluations may be

Previous.

In process.

Firel ar toal.

When neither the area nor the management process are
accomplished.

There is no information on the area and/or sub-area within
the relevant management process.

Note: in order to acknowledge the trend of the area or sub-areas the Cotrol Index needs to
e assessed, which is done by dividing the absolute and/or relative YES answers over the
total of menagament activities foreseen (which are fourteen) and multiplying this result by
100. Then we illustrate the coitrol grepgh in order to visualize the detected trend. The graphic
is amstructed as follows: an the horizantal axis we locate each and every sub-area, and an
the vertical axis, the percentage dbtained for each one. Then we trace the trend line by
joining the average coordinate points of each sub-area.
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STRATEGIES FOR APPLICATION OF THE PROPOSED MODEL
Stage I. Formation strategy
changes.

Uil now, the charnges attenpted have foud an active and passive
resist ance fram the university camunity . This is due to the way that these
changes were initially inplemented, most coming through decrees and at
directive levels. Rrdamentaly, fram the Rectarate to the Faaulties, ar
fran the Comissians to the Units.

Before this situation, we propose a strategy for implerenting changes
that is kased an the aontiruous formation of directives ard the cammnity
in geeral, util achieving a sociological level ard a firm meregament
aldture, ad at a psydwolagical level, to carry an an introgeective amslysis
by leaming and discussing new values ard projects that we wish to achieve.

If the actars tharselves can leam, THEY will ke the divect leaders of the
institutional change process, and not the famous study program arnd

A clear orcpnizatiawl culture will ersble the use of camm conospts,
such as: menagement, study program, develooment, integration, control
and evaluation, among others. The processes would be appropriately
identified, ard most inportant, teamwork would be much easier.

Common language eases the common agreement among participants.

Workshops, consultancy and conferences have been designed. The

workshops are meant for the purpose of sharing experiences between the
instructor ard the acting directors. These are ot classes ar layg term

courses.

The workshops are ghort, dialoglased, lesming while doing. To achieve
these goals, user friedly, easy applicable materials ard instrument s have
been chosen and/or designed.

The workshops are dictated an a schedule that is canfortable for the
professors, generally Maxdays or Fridays, either in the moming or during
aftermom haurs; each session lasts four hours with coffee bresks at regular
intenals.

Five management levels have been proposed and developed, and an
aditianl two are arrently uder desion.
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See:
1 Management workshop I. Basic lewel

Participants are formed in gladbal administration and menagement
processes. Fphesis is mede on the new orgpnizaticmal structure, the
plaming process ard the instituricwl aotrol process. This workshop has
a tile design, so as to corpramise the high meregement level with the
kase of professors of each faaulty. Dration: 24 hours.

2. Management workshop II. Management, leadership and process
for changes.

Participants are formed in the leadership process ard in the agoraoriate
direction of large ad gmll grogps. They are provided with infometion
regarding processes for implementation of changes and orgenizaticnal
axflicts. Durafion: 24 houars.

3 Management level ITI. Study Program Management

At this lewel the participant is fomed an the philosody and structure of
student develgarent plans, enphasizing an the evaluation of the general,
section ard partiadlar fometion plan (or study program) . Student sub-
area menagement praolems are analyzed and finally, short, middle ad
lag-term proposals are mede for study program reform. Duration: 24
houars.

4, Ievel IV. Research Quality Management.

Participents are formed in research plaming, follow-up ard evaluatian.
The participant is provided with the epistemological, methodological and
tedmical fundamentals of Social Science research. Duration: 30 hours.

5 Level V. Fometio of the Teaching Secretary. (uder design)

6 Iewel VI. The menagers’ persaal and physical develogrent. (under
desion)

7. lLewel VII. Fomatio of Academic Management Instructors

Once the participants have agoroved the first three menagement levels
they may ot far the Academic Management Warkshop Tnstruckar certificate.

We recomend for each School to count with five instructors formed
inte Academic Management Workshop.

This workshop is meant for the review ard establishment of aonoepts
ad for instrurent training. Dration is 20 hoars.
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Stage II. Project application and development

Once the initial formatio is achieved, we will go o to the goplication
of the model proposed. Acting directors will comt with permenent
amsulting. The gpplication stage is estimated to last 3 to 4 years.

Stage ITII. Consolidation and evaluation.

Since the model has an experimental character, it nust necessarily
e evaluated axe it is gpplied.

If this strategy is aoplied, we will enter the Thivd Millermium Uhiversity
with no prdblems.

VIABILITY OF THE PROPOSAL
Economic viability

In virtue of proposing a reform of the educative system, the
investment required for its inmplementation is minimum, since we will
use the same institution’s resources. The requirements are: to
designate a full time cosultant, two assistants, ae office with the
necessary equipment, one conference room with a 20 person seating
capacity. Reproduction (oopying) of study material. Permission for
professors to course the workshop. Exenpt the participant.
Teclnical viability

Conceptual diagrams, instructive manuals and formats have been
designed, having applied these under simulation conditions, good
results have been dotained.

Social viability

Twelve academic management workshops have been dictated.
Stage I began in May 1991, with a workshop dictated to the Directive
staff of the Faculty of Humenities and Education.

150 professors have graduated, out of which 13 have dbtained their
Academic Management Workshop Instructor ‘s cartificate.

The program counts with the support of the executive authorities of
the previocusly mentioned faculty and of the Faculty of Econamic and
Social Sciences. In the latter, the Faculty Council decreed the program
as dolicatary for all professors ooaupying directive positians.
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The University Comncil, at the end of 1991, agreed to apply the model
uer the figure of an institutiaml agreament between the two previcusly
mentioned faculties and the rectorate. During 1993, the workshop was
coursed by the ten Deans, the Director of the Central Post-Graduate
Studies Gouncil, The Rector’s Office Coordination Department and
tte Academic Vice-Rector. The experience was very important and
positive, the authorities afterwerds requiring that the workshops be
dict ated in their regpective faailties. Also, two workshops were dictated
to 35 principals and supervisors of public schools depending an the
Natiamal Educatianal District and the Zulia State Blucatiamel Distrdct.

Before this, two workshops had been dictated at the Naticnal Forum:
Perspectives of Improvement for the Venezuelan Educational
Quality . The Organization Committee of this event recommended in
its publication of the forum's memories, to «pramte and discuss the
inportance of academic menagement in educative institutions, the
training of human resources and the application of the proposed HAGA-
LUZ model» (1991) .

In the following chapters we will despen into the prdbolems of the
educative organization and at the same time we will make
recommendations for overcoming these prcblems. 4
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Academic Management Workshop
PROGRAM
Dictated by: DR. EVARISTO MENDEZ Q.
Maracaibo, July 2000
a General Purposes

1 To promote and discuss the strategic importance of
academic menagement in situations of crisis.

2. To form and develop the participants capdoilities in the
application of academic management to the development
of piblic ard private educative institutians

3. For the participant to leam ard apply the Orcpnic Huvenistic
Academic Administration and Management System (HAGA-
10Z) .

kh Final Objectives

Upon corpleting the workshop, the participants should be in
the capability to:

1 Explain the fundamentals and structures of Academic
Management .

2 Apply the HAGA-IUZ system to specific cases.
¢ Workshop contents
1 Purposes of academic management
1.1. Efficacy, e ficiency, social ef fectiveness, quality,
productivity, decision taking, crestivity, imovarion.
1.2. Actual status of administrative and managerial
practice in educative institutes.
2 Characteristics of management.

21. Legal base for academic administration and
management
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3 The Humanistic Organic System of Academic
Administration and Management .

3.1. Purposes ard justificatim.

3.2. The logics and dynamics of management processes
applied to educational developrent.

- Decision taking, research and plarming.
- Social ard meterial structure of the orgenization.
- Direction, decision taking, leadership and
motivation.
- Control and educational develcpment.
3.3. The logics and dynamics of academic processes.
- Definition of developrent area and sub-area.
- Development of students and the study program.
- Development of professors, science and society.
d Strategies
The course will be developed in two parts:
1 Theoretical exposition an behalf of the course instructor.
2 Training of paticipant s
2.1.  PApplicatim of acadamic diagnostic and control tools.
2.2. Similatio of decision taking under normel arnd critical
caditians.
2.3. Simulation of academic plarming.
e Resources
- Participents will be provided with supgport neterial.
- (offee bresk.
-IMoroval certificate will be issued.
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f Participants
district supervisors, department chiefs, division chiefs, class
chiefs and academic area coordinators; teachers conmpeting
for academic posts and persons interested in the theme.

g Pre-requisites: Graduate degree from a duly credited
wiversity ar collece.

h TInstructor: Evaristo Mendez Q., Sociologist and PhD in
Educational Sciences.

Ex coordinator of the IUZ Academic Vice-Rector’s Of fiee
academic activities. University Council advisor for study
program affairs. Professor of the Educatianal Sociology Class.

1 Duration: 24 hours.
j Schedule: Mondays and Fridays: 8 2AM to 12 noon.
k Cost.
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PROPOSED ORGANIZATIONAL STRUCTURE

Post-moderm organizational structures are broad based. They are
hilt parting fron a comunity. In the study case this commnity would
be professors, students, employees and laborers.

Considering this focus, the author proposes a multi-pyramidal,
escalatory and bading link orggnization. (See illustration mo. 7)

Origirally it was Rensis Likert, 79 a University of Michigan professor
that proposed working with a participative structure enphasizing a
bonding link. The author of this jdo has taken up Likert’s idea ard has
broadened it and introduced the holistic vision of reality as later
explained.

Multi-pyramidal Structure

Tt is multi-pyramidal because within the interior of the orcgnization
himen-social-academic structures are aonstituted in the form of a
pyramid. Parting from a broad and qualified base, which is
heterogenecus, yet potentially rich (representatives, assemblies)
legitimete representatives are named (directives, councils) which join
the extramities of the social base, anforming in this way the pyramid’s
vertex. Each pyramid would present a tetra-dimensional form, at the
least. (In the future, it would e inmpossible to represent orognizations
m a sirgle plare, dee to the fact that in this fam, social ad functiaal
carplexity camot be interpreted as required by society)

©. LIKERT, Rais. A new method of menagement and direction. Spain. Deusto. 1965. Also of
sare author: The Human Factor in Companies. Direction ard valuation. Spain. Deusto.



(HAPTLR VI

176 Soo

INNNTY

SES¥NO0D & & @ &
2/ N\ N/ o/

SINANVLYVdEA V aaqa Vo gaqa Y
_ JerIe 191098 mcﬁ:o@m_ﬁ_
MOLDEIIA __

TIDNNOD TOOHDS

TIDNNOD AILINDOVA
NvYdd

SINIONIIS PMUTT Pue BurTens ' TepTureIAd-TaTri
L "ON UOTIemsnyT




ORGANIZATIONAL STRUCTURE FOR A NEW UNIVERSITY o8 (77

The new organizational structure presents the fundamental
academic-management dimension made up by councils representing
professors, students and graduates; by the respective directors
(degpartment chiefs, school dirvectors, deans). In a second dimension
there would be the students, organized from the classroam, course
delegates, all the way to the correspading council representatives, It
is necessary to artiaulate them in order for them to agoropriately analyze
their needs in a tinely marmer.

A third dimension considers forming a functional and efficient
employee structure which would articulate these to the academic
management dimension.

Finally, and same as the previous criterion, the dimension of
housekeeping and maintenance services must be built, this one made
up by the laborers.

Escalatory Educative Structure

Tt is escalatory because levels of integration arnd orcpnizatiamal links
are anformed with types of authorities with respectively defined fields.
There are comand lines.

As indicated earlier, decatralization is not dispersion, nor is it
imposition. Tt coxttswithit s directive or management hierarchy .Though
its role will no lager ke to sinply pragoose, supervise and aotrol, ut
to also guarantee the huen ard functicml integration of all of its
members.

In exanple of this property would be the existence of chiefs of
subjects, departments, school and/or research center directors and
deans.

Linking structures

The proposed organization has link, leaders because the directors
of arty determined instance are heads or authorities in an imediately
Superior instance. This gives place to corporate teamwork. For exanple,
a school or research canter divector is not anly the authority in these
Tetances, hut also within the Faculty, ke it at the co-govenment leel,
as in the case of the Faaulty Gouncil, or at the Directive Concil level.

In traditiawl arggnizatianl structures, the director of an instance
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inmediately superior dependency.Their were 1o true links. Relatians
between subordinates to supenors were of an informaticnal or “report
kasis>> mature. It was in the hards of the superior to acospt the reports
or suggestians of his/her subordirates. The latter had no power of
Gecisio whilst the fommer did. Parting fram this principle we prooose
the existence of the bonding link, legitimete and with power .This confers
more safety, more respansibility before the base ard the organization
itelf.

The previcus statements break with the conoception dictating that
only directors can meke decisions and that they need not to dominate
the institution’s substantial processes. The profile of the new divector
is different Tn arder to becare an authordity it is vital to know arnd dominate
the social-tedmical processes of the base instances.

Holistic organization and decentralized structure integral

The structure proposed implies the definition of new pattems arnd
orgpnizatians. In the first place we must identify the fundamental
academic-management structures. These are understood as those
having the divect mission of develoorent.

In the second place, define the support structures and the
administrative and acadamic service structures at faculty level.

The future of the wniversity is decided at each fundamental structure.
Trey are integral holistic systears that amstitute the university. They
are relatively autaomous structures. Al aress required far the institurion
to reach its goals develop within these structures.

Each center has and/or reproduces the same conception of
legitimacy ard power as the entire organization.

Once the fundamental educational structures have been built, the
network or bonding instances are made, those of a strategic character
as well as those of executive character. Each network has a limited
furtio. For the case of universities, the author has mece an Experimental
Proposal for the restructure of the academic and administrative
organization of Zulia State University. (See chapter 13)

Co-Government and Government (bi-organization y dual
powers)

Both Co-govermments and goverrments are linking instances. Their
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One virtue of the present day autonamous wniversity organizational
structure is that they essentially possess two powers: the normetive-
strategic power and the executive power, anly that until now the
df ferences have not clearly been determined. Moreover, all of them
are concentrated in the instances of the co-govermment.

Irother virtue is the conception of the dual powers of the Department
Chief, Deans, UniversityRAuthorities, and Heads of Research Centers
and Postgraduate Divisions.

Dual power means an authority exerts powers at both goverrment
and co-goverrment levels. We now proceed to define each concept.

As Co-Govermment we will understand a shared government
legitimately surging from a heterogenecus professor and student base.
The idea of a School or Faculty Council is basically to acknowledge
said heterogeneity; likewise, the orderly, df ferential and democratic
participation. When spesking of participation, it is meant that the
representation of a group is required, that these name their leaders so
that they nay jointly menage the organization. The full and simuiltanecus
participation of an entire assenbly in order to decide each ard every
aspect is wn-functiarl de to itsdif fiailty.

The co-governrment is in darce of the direction of nometive, strategic
and evaluative processes within the organization. Each instance must
have an assigned co-govermment. This co-goverrment would be directly
respansible for the develagorent of the institution. Tt would not need to
wait on superior orders to meke decisions. It does not depend an a
supericar structure, the latter being baded to the fomer . Power ariginates
at the base. Power for development, and not for ane group to dominate
over another.

By Goverrment we should understand all executive structures of a
determined organization. A goverrment emerges or is bom from a co
governmment; these instances are not different in their nature. The
difference is functiarl ad its North is the efficiency of the argpnizatio.
They should not ke visualized separately, it rather, as an indispensable
wmnit. They are two movents of a single power: that of the base. The
govenment is, definitively, an emanation of the co-govermment.

Within en crganization there is a cycle of interrelations ocoorring
between the Assembly, the Co-Govermment and the Goverrment that
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ACADEMIC MANAGEMENT INTEGRATED-PARTICIPATIVE AND
COMMUNICATIONAL CYCLE

The Assembly

In the following illustration we doserve a first instance labeled “& An
assably of social actors are identified: professors, students, graduates.
(See H1lustration ro. 8)

The assenbly is the mexdmum authority within an organization. It is
in itself the primary social structure; the co-govenment and goverrment
representatives are legitimately named from among the assenbly.
These are in in their selves a dynamic assenbly, agese of it. To aoply
this aonosption means to develop, in the first place, an information and
comunications network to maintain the assenbly as welt as the
previocusly named instances integrated. In the second place, we must
presure understanding power as a concrete form to execute projects,
and not a way to impose ane criterion over ancther.

The Co-Government

Tllustration B shows a completely constituted co-govermment
structure. It has the procerty of being milti-pyramidal, escalatory and
link-banded. The strategic and evaluative character of the structure is
soecified.

The Government

In the center of Tllustration C we specify a govenmental structure.
The Co-Goverrment is in the back and the Assenbly at the base, the
latter being the level desigmting or electing this directive body .

In the figure, the separation between Co-Government and
Govermment is functional. The mission of the Govermment is to execute,
integrate and join the productive process, and the humen and material
resources.

A structured govenment is a vertical and horizantal network; an
executive staff that would benefit from the introduction of the cocespts
of quality ard productivity as perceived by the author. Explained: to
achieve quality, the management, understood not as an individual
matter, but as a team, must integrate the research, planning,
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organization, executian, oontrol and evaluation processes, not in a
logical fam, hut fram its dynamics. In this marmer, when we observe a
deviatim in the fometio of a group that, for exanple, did ot o well in
their first exam after ane month of having begun their classes, we must
ot wait until the end of the savester .Action must ke taken immediately
and the appropriate adjustments made. The process being submitted
to timely and contimous aontrol ard kept updated will improve in quality,
as well as its product, ke they professicals, scientific theories,
services, etc. There is no separation between the academic and the
administrative processes. All m the aatrary; there is unity. The latter
banding the former and neking it nmore dynamic. (See illustration 9) .

When the co-govermment assumes all functions and competitions
ard an executive comittee is not structured, it is inpossible to achieve
the total quelity of the university’s missian. (See illustration 9) .

The co-governmment is a kind of micro-assembly made up of
represent atives fram all the groucé duly elected by the Assembly. S is
the Govermment, with the difference that in the latter the members are
within the line of command. They are, for exanmple, Chiefs of
Department.

The Co-Government again

The Co-Govermment structure again is shown in letter D, but not on
the basis of strategic decision, ut amalyzing, aotrolling ard evaluating
results.

The Sovereign Assembly

Letter E axe acpin exhibits the Assembly, now in the function of
acknowledging the gldoal results of the adninistration carried aut by its
represent atives, and to renew the Authorities.

Role of the Management Formation Unit

For this cycle to fimction, among the explained processes we must
consider a Management Formation Advisory Unit since it is
indispensable that the members of the co-government and the
government are prepared to exert the Academic Management.
Cntirmuous formation arnd leaming will be instituted.
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Organizational - Management at University level

How many meetings should be held?

In this integrated participative and commumicational academic
management cycle co-goverrment does not need to meet on a weekly
kasis as it does in the present.

According to the administrative cycle, ane semester at school level,
for example, the School Council may meet twice or thrice during the
sixteen week class period. Yet the execution work assigned to the

Government would be constant, or weskly, as the academic process
it=elf.

Under conditions of conflict, Co-Govermment meetings would be held
whenever required. At Uhiversity Gouncil level, four short yearly cycles
may be established. Tt would meet two or three times. Once at the
begiming of the year to approve and update acadamic policies. Another
meeting at the term of a half year, to analyze and evaluate the axgoing
academic management process. Another, at the ed of the year, o
evaluate the results of the administration. It has been contenplated to
meke a ten mirute exposition of the instituticaml evaluation per each
Faculty through the use of the designed management technology .

M its belulf, the directive or executive comittee will perform weekly
duties. This will aggin indispensably require a linear information system

This arggnization model is agplicable with o difficulty at the level of
the Ministry of BEducation, specifically in the Rducative Zoes or at
regiawl Secretary of Fducation Offices.

What is wented is to efficiently and qualitatively conduct the
coplexity of the educative system through the design of simplified
holistic organizations and subsystems in which interpretation and
decision meking is produced at the base of each comumnity. 4
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Tue AcapeMic MaNAGEMENT Horistic MoDEL

If the proposed orgenization structure is holistic, then the Manegament
has the same nature.

The new menagement is aonceived as a social, structural, dojective
and sojective process. Tt represants an integrating and multiplying factor
of huren, material, budget, physical and enviramental resources, in
a way to reach organization efficiency as well as social efficacy ard
effectiveness. In the illustration we doserve the Management process
proposed by the author at the workshops he has dictated. (See
illustration 10) . Ia rueva gerencia se condbe como un proceso social,
estructural, dojetivo y suojetivo.

Menegenent, as an dojective process, inplies studying the Maneger as:

1. The link that bonds orgenization substructures, general and

2. A lirk between the institition ard it s enviromment.

As a subjective process, the Maneganent refers to the daily life within

This dMlsion is anly analytical. We are trying to explain the morents
of Management; notwithstarnding, we wish to meke clear that in reality,

the process evolved similtanecusly both in its dojective form as in its
subjective form. (See Tllustration 11)

Let us first explain Management as an dojective process.
Functions of the University CoGovemment

We have been explaining differences between the University
Government and Co-Govemment . *

80.Supra. Chapter 8.
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The manager and humen and structural integration

Tlustration No. 11

Link
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To guide the reader, we will point ocut the functions of the
CcGovermment, in order to better explain the sense of the Executive
StEf, as a dynamic expression of Academic Management :

1 Take decisions in each and every area of institutional
development .

2. Plan the integral develcpment of the relevant fundamental
academic unit throughout each and every academic-administrative,
strategic and support area.

3. Plan the organizatical develgoment (orgenizaticnal and directive
strnucthure) .

4. Mprove functioning nomms, as well as decisions that will be
expressed in the form of resolutions, agreements, methods and
standards of performance.

5. Perform the institutiawl aotrol and evaluation of the respective
ut.

In the oontext of the proposal, the Co-Goverrment also is referred
to as the Co-Govermment Integrated Council.

EXECUTIVE STAFF ORGANIZATION AND
MANAGEMENT FUNDAMENTALS

Tntegratian

The academic-administrative substructures carmot be articulated
without a humen subsystem to execute this task. A Rector, at Thiversity
level, camot dothis, norcan the Dean of a gpecific instance orthe
Director of a School or Institute. The same reasoning gpplies to Chiefs
of Departments or Classes. There is no ane charismatic leader that
can integrate an orgenization.

On the other hand, structure articulation does not core about due
to the mere existence of normms and procedures. There must be an
administrative menagement scheme that integrates the organization
itself into the process an a daily basis.

Therefore, the Executive St f or Executive Comnittee, is the

humanadministrative-management frame which is capable of
integrating the organization both hordzont ally and vertically .
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Types of integration
Vertical Integration

TIs that which is verifiable at the morent that the Executive St £ lirks
both the fundamental structures and the integrative instances. For
exanple: the link between the Co-Govermment and the Departments
within a School.
Horizontal Integration

Is that which is verifiable when the Executive Stef £ ar Chiefs of equal
hierarchy link processes, finctions or tasks of the same nature. For
exanple: A meeting of School Directors.

Sense of integration

The importance of the two integration modes is that they both assure
as canterians the need for:

1 Adjustment
2 Improvement or,
3 Change

the methods or procedures being used within the execution process
as well as:

1 Adjustment
2 Improvement or,
3 Change
said execution process, whenever it becores an dostacle that mekes
difficult reaching the dojectives of the regpective instance.
The Co-Goverrment Council may also suggest that the dbjectives
that no lager correspad to the new social-academic reality be:
1 Adjusted
2 Tmproved or,
3 Changed
Process Unity

The Executive St&f£f is an expert academic team that achieves the
integration ar wnity in tems of aotimiity, engegement or coupling of
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Mission of the Executive Staff

The mission of the Executive Stef¥fisto

1 Apply

2 Instrument

3. Execute or,

4 Materialize

the decisions and/or plans approved in the respective Co-Goverrment
Council.

In o case will it assure the legislative function which is proper of
the latter.

Executive action will be based on the areas of institutional
development, and to cperative ef fets Area Coordinators may be
Jesignated from within the Executive Stef£f The counseling level may
not be delegated, but the line of comand may. In this way, a Chief of
Department may assume the coordination of the Human Resources
Area, for exanple.

Ultimate goal of the Executive Staff

The ultimate goal of the Executive StE £ is to act at the same morent
that an acadamic-administrative process is verified. Therefore, it must
maintain the dynamic balance of same. It must not let it fall, kecare
paralyzed, neutralized nor to e eliminated.

Coordination

Their can e no integration without the establishrent of coordination
processes.

Coordinatio is the act of integration. It represents the guarantee of

the band between processes, resources, activities, tasks ard structures
of the aganization. To do o, ef fective commication and information
methods are designed and applied.
If for a moment we can visualize a symphonic orchestra, we will see
the directors and the heads of every instrurent group; each group of
musical gpecialists begins to play their instrurents according to the
indications of a pentagram. The director seeks harmony during the
process of execution. Likewise - by analogy - this would ke the process
of coordination to be made by the Executive St f

Sense of Coordination

Coordination starts to make sense when the complexity of the
orgenization is assured. The organization has multiple deperdencies,
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In arder for an arggnization to fulfill its short, medium and lag term
goals, each ard all of its structures must be maintained in an integrated
and balanced manner, and this is precisely achieved through the
coordination exerted by its Executive SteE£f

The reason we say to "maintain the orgenization in kalance™ is due
to the fact that the aotradiction is acospted as sarething ratural within
ts interiar. We mean to “maintain the balance” or seek it when
encontering a new situation.

All organizatiamal processes are adaptive and re-adaptive. In cycles,
in legps. They are not static. Balance is a aomstant quest.

The complexity of an educative organization is given by the logics of
its areas and processes as by its academic-administrative dynamics,
joihed with the orggnization’s intermal and extermal social processes.

Types of arcanizatiael links

The types of links are assessed by the kinds of processes that are
given within an organization, therefore we have:

Lirks far:

1 Administrative Cycle Initial Processes.

2. Administrative Management Cycle Development or Agplication
Processes.

3. Administrative Management Cycle Conclusive or Terminal
Processes.

4. Sequential Or Internal Linear Processes (VerticalZAnd/or
Horizatal) .

5 Sequential Or External Linear Processes (Vertical And/or
Horizatal) .

6. Management Cycle Parallel Processes.

7. Management Cycle Simultaneous Processes.

These processes must e efficiently coordinated in a way that they
impede or reduce anflicts due to encomnter, absence or lack of sugport
amorg participents or structures. This process can aily be carried
about by a team: The Executive S, which acts on and within the
educative process.

Coordination and functional value of the structures and social actors
Coordination permits the agplication of the Social System Theory into
arcpnization functianing, since it amsiders the principles of argpnization
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Dimensions of the coordination process

Aooording to the previcus staterents, in order to perform an effective
ard ef ficient coordination process, the Executive Stef £ must establish
at a stmchral leel, the followirg:

1 Execution method and procedure.

2 Avertical ard horizantal arder of exeaution, to this effect using:
a  Flow charts (PCPM)

Critical path method

Branch diagrams

Operaticnal systems

Cause - Effect Diagrams

Hh D QN D

Pareto Diagrams

3. Maximum, average and minimum time for execution of projects.

4. Qperaticwl space, field or envirament.

5 Altemrmate processes, strategies, methods and procedures. The
latter being important in the case that ordinary processes are hindered
in soreway; the Educational Manager would normmally wait until the
problem was solved in a foreseen mamnmer . Waiting inplies loss of tine,
means and resources.

In altemate process may avoid loss, as well as facilitate the means
to achieve orcgnizatiaal goals.

In the illustration, the reader may visualize the integration ard
coordination process previcusly explained. (See illustration 12)

On the Subjective Level, the Executive St&Ff nust integrate the
partiaular worlds of life with those of the arcpnization.

FUNCTIONS OF THE EXECUTIVE STAFF

The functions of the Executive Ste£f are to inplerent, apply ard
coordinate the educative institutian’s plans and resoarces. Said functions
will be detailed in the final praposal. (See Gngpter XIIT.)

THE ENCOUNTER; HOW TO ABOARD THE SUBJECTIVE
DIMENSION OF MANAGEMENT

After having explained the structural dimension of menagement, we

must discuss its subjective dimension.
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Chart No. 10
The academic manager'’s profile

Previcus expertise in handling of the specialty
Defined persaality:

- Intermal -exterral balance

- Bio-psico-social balance

- Strag values

- Firm temperament

PrevIous expertise and/or handling of the processes:
-Technical - menagerial 9 academic.

Capability to integrate and coordirate:

- Social structures

- Irdividial actars

- Group actors (council, comissions, assenblies)

Capability to socialize:
- Communication

- Friendship

- Comprehension

- (llaboration

- Coogperation

- Slicarity

Capability of social regulation. Know how to apply:
- orrectives
-Admonitions

- Sanctions

. Capability to: decide and solve pradblers.

Capebility to achieve results.

. Capability to adapt and change.
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University life should have a social and persomal sense that must be
fornded on the cmstitution of a culture that rescues the humen values of
mankind.

Tt is necessary that we maintain as a cntenon the need for permenent
change, without denaturalizing the university. On the contrary, the goal
shauld ke to stragthen it as a project ad as a historical-political-sccial
process.

Creativity must be develgoed in order to stimulate the dynamic adaptation
of its persarel.

Persarel integration is indispensable, meintaining the grop as well as
the particular and The restricted and centralized mentality must ewvolve into
ae giving access to a dialag thet will pemit the encorter with the presat
ad future.

The author has keen suomitting to the comumnity several strategies to
achieve these goals parting from the formation of Academic Managers.
Following we descrilbe the quidelines of menagement subjectivity:

The Academic Manager’s Profile

W e must achieve the integral develcprent of the Academic Manager
ard facilitate the means ard procedures for him/her to reach this goal.

Cert No. 10 exhibits the variables we nust omsider in the fommetion of

At the begiming of his administration, a diagnosis is mede in order to
determine his strangholds and weaknesses in relation to the nine variables
amterplated in the dhart.

The first requisite is that the professor ke a career specialist, having
acquired a high degree of knowledge either through experience or through
post-graduate study. This is indispensable for the Maneger to have authority
and for his proposals to have acknowledgment in the academic process.

Before exerting the post, the professor must course the Academic
Management workshops foreseen in the formation program.

The candidate must strengthen or deploy his personality. He/de will
cont with a bio-psycho-social kalance that will benefit him/her and the

He will leam to dominate the academic menagement tedmical processes.
Likewise, he will acire the ability to integrate and coordirete the irdividiel
ard group structures and actors of the university.
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(n a parallel kesis he / ghe will strergthen ar deploy his T her abilities
to decide and solve prablears, always facilitating the achievement of
goals proposed by the university comumity. This adbility nust also
fedlit ate charnges in favor of said university.

How to comprehend the persons and groups making life within
the organization?

The encounter between the Manager and the persomnel may be
Cecisive in geerating a grest project ar a anflict.

Within the ontext of the organization, it is the Manager who has the
historical regpansibility to integrate his/her persarel ; integrate it in its
functional and humen dimension.

the authoritarian era must ke overcare. Respect for the life of the
Manager and of the persomnel is transcendental. Therefore, the
Manager ‘s preparatim at this lewel is plainly justifidole.

There are Managers who provide undesirable attention to their fellow

carnpanions and vice-versa. But it is the fomer who must act as role
model. He/She must be normmal, neither exaggerated, nor diminished.

In the encomter, the Manager must know and comprehend that the
individual persam or grogp, introduces an idea that is presided by a
previcus prdolem, or that may be influenced by the forces in the group
meeting. A persm may individually reflect any of these psychological
expressions: repression, necptian, displacement, fixation, projection,
raticwlization, regression, sublimetion, idealization ard scission.81

On the other hand, a person exposing an idea may altermately express
three states of By, such as: that of the Father (imitating the classic
paterel figre: full of pejudice, adtical ar taver, lovable ard protective) ;
of e Adult (havirng ratiaal thought), or of the Ghild (a behavior kased
o the inpulse that a person brings at birth.)82

Likewise, in the ewirament of a meeting, the participants may
express at least twelve forms of behavior, as demonstrated by Bales:
These behaviors may be “polar”, or in other words, if there are three
positive forms of behavior towards the group, there may also be three
necptive

8l. MORGAN, Gareth. Images of Organization. Mexico. Alpha-Omega. 1990. p. 19%4.
82. JAMES. Muriel and JONGEWARD, Dorothy. Everybody’s Book. A Transacticnal
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forms of behavior.The same occurs when the behavior is towards the
task or the dojective proposed by the organization. &

The Manager should even take into consideration the language used
by the person as an indicator of how he/she programs his mind.
Caomnication modes must be identified such as visual, auditive and
kynesthesic, among others. ®

On a case basis, it is recomrended that the proposal be analyzed
in detail and that the energy or interest of the persans be darmeled to
the organization, always taking into account the importance of the
suoject.

How to resolve a conflict in a positive mamner?

This implies that we acknowledge aonflict as sarething natural to
the person and groups This is the first elarwent to ansider . The second
element to dmsider is the taking of decisions that do not corpramise
the fubure of the argenizatian, that to not destroy it, and do not affect the
dignity of the persons and Management.

The two previous caoditions given, a anflict may fird at least five
ways to encounter a solution.

In the first place, the Manager may evade the prdolem. Not due to
fear, but because it surprised hinvher at the marent. He evades it to
seek information, to know the details, and mearmhile, he will cancel a
meeting, or ask for a 24 or 72-hour recess period to study the prdolem.

In the second place, when the colleagues propose sarething that
inpedes the develgment of the institution, or that places it at risk, he/
she must impose their authority, assuming orcgnization principles,
sanctioning ard suspending activities.

If the proposal is equal or similar in reference to values, noms,
dojectives, means or strategies, the Manager must give way to the
conterpart and positively chammel the administration of the proposal.

83. AMADO, GiVes and GUITTET,André. Group Communication. Argeitira. Atenso. 1978. p. 155.
84. ROBBINS, Anthony. Power wIthout limits. The New Science of Personal
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In the case of encontering positians, especially in the case of those
having to do with Guilds (salary prdolems), the Manager must negotiate.
He nust meke a fair half and half deal.

Firally, if there are commn projects, there should be a cooperative
spirit between the group and the Manager.® 4

85. GARCIA, Osacr and MARTIN, Fior de Maria. Administration and Management
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ProrosarL

The proposal to be mede is the following: it is indispensable to
incorporate scientific research to the administrative-management

But there is a difference in respect to research as an area of
institutiasl develaomat in the sense that the Alter is free, qoen, unlinited
in as to the immediate production of results. While the former has the
mission to provide the instances of Goverrment and Co-Goverrment
with clear, precise, ad timely infomation. Tt must serve not aily to
acknowledge the ever-changing intermal and external status of the
organization, but as base to take decisions in all soopes of the
Management . (See illustration 13).

Both diagnostic research and evaluative research are unsubstitutable
components of the management circuit, and as appreciated in the
following illustratio, they ensure the success or the developrent of
the organization in the measure that they suanit dojective criteria for
taking decisians an a daily kaesis.

For research (goplied to aotrol ad evaluatian) to ke effective, it
must, in the first place, ke assured as a nomel and routine function
of university menagers.

In the case that it is foud necessary to constitute it as an
autonomous structure, research must be conceived as an experimental
uIt.

METHODOLOGY TO DEPLOY

In second place it is necessary to implement methodologies,
tedmniques and tools that emable the timely insertion of the function
within the academic-administrative cycle. Statistical dta presentatim
techniques have been used to simplify ordering and reading of said
ceta.
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To this ef fect, Mary Waltm, ® indicates seven instrument s (shown in
ilhstration 14)

The Cause-Effect Diagram

In this dhapter we will explain a methodological tool that not anly can
ke gpplied at research level, but also in coitrol ard evaluation. We
refer to the Cause-Effect tedmique or herringoone tecimique, designed
by Doctor Kauru Ishikawa.

Until now, sare institutions had used a milti-cause model to explain
the reasons due to which determined phenomena are produced. In
illustration 15, we cbserve this methodology applied to the
urnderstanding of the prablem of low student performence. 28 causes

for the prdblem are assessed, enchained ane to the other. There are
causes of causes.

This schare is certainly good, but not good encugh in respect to an
arganizatiaal cycle, this is because when the last cause is still uder
assessment, the cycle has ended, and if results are awaited on, the
gycle may fail.

Tn goposition to this, Ishikema’s tedmique is nmore attractive, since it
parts fram the pramise that within the production process there is always
a factor or cause generating the prdblem.

Upon building the diagram and performing a structured doservation
or survey, it is possible to identify ard eliminate or decrease said cause
in fair time, before the process finishes, thus achieving the desirable
quality of sare, and therefore, of the product to e dotained:

lshikawa proposes four variable causes:

Hand Labor

Method

Materials

Technical Equipment

Tre graphic is huilt as follows: (See illustration 16)

Anein hordzantal 1line, with the prdolem located at its right ed; later
this lire is touched by do’ique or transversal lines which represent the
causes. Each variable has its omn indicators

A N

8. WALTON. Mary.How to Administer with the Deming method. Colarbia. Nome. 1988. p. 106.
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Tlustration No. 14
Seven useful ilustrations
Cause & Effect
Flowchart Pareto”s Diagram
Type
Trerd line greph Histogram
o
9
3
9]
I
9]
=
Time —p Measurement
Control graph Dispersion diagram
R N
| 2N / \.
VARAY |
>
Measurement time Variable 1
Diare Ritter
SOURCE: W avron, Mary.How to administrate using the Deming method
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Inother interesting aspect of thetedmique is that the diagram may
e uilt previcusly, as a hauristic resomrce used to locate all factars
and causes that may favorably or unfavorable affect the process. In
this way, a more integral visian of the process may e acquired. A grester
level of comtrol may be achieved. This taking place, the Manager will
not ke easily surprised by arty prdolem because occurrence praoability
takes tham into cansideration and will have the exits for same prepared.

In the adaptation of the diagram to the educative level, the author
Sugests that in order to better visualize the process, the extenal
variables ke placed at the top of the horizantal line ard the intermal
variables at the lottam.

The use of diagrams, dharts, etc., prepares the path to the hall of
intelligence in which belies all the informetion needed for the taking of
decisions .

Tlustration No. 16
Cause - Effect

EXTERNAL

Variable Variable

Problem

Variable Variable
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FORMAT FOR SIMPLIFYING RESEARCH

The following chart displays a format in which research results are
shown. (Chart no. 11

We have four colums: the first indicates the development area or
sub-area to be researched. In the center colum (colum no. 3) we
place the situatim, ke it of a prdolamstic, potential ar routire ratare.
Tnplied entities and their daracterdistics, properties and functians are
specified.

Then to the left, in colum ro. 2, the relatianl or causal situatio is
placed, and in colum no.4, recomendations for action are indicated.

The rest of the data have to do with the Official and/or Dependency

W ith these diagrams and formets we wish, as stated earlier, to
sinplify the infometio without sacrificing its substance, in a way that
it flows effartlessly at the movent it mey be useful. In this sense, the
author shares Khandem & Lorber’s theory in relatio to ae page
administration.

To erd, we wish to meke clear the limitation of research in a general
context. Research contributes to capture the present and past reality.
Nevertheless. It is the Manager, in his/her cadition of a creative ard
intuitive being capsble of totally seizing a situation that must ansider
other elements not provided by research to decide the future of the
argenization. 4

87. KHANDEM, Riaz and LORBER, Robert. One Page Administration. How to manage
Information to achieve goals. Bogota. Colombia. Norma. 1986. p. 150.
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Thischaptersubnitsapnjposalinreferemetoplanrﬁngasa

sub-process of management.
FUNDAMENTALS OF HOLISTIC PLANNING

The first part exposes what the author calls Holistic Plaming and
the secad part explains how to perform an integral plarming process.

Definition of Holistic Plamming

Within this jdb, Holistic Plaming will be understood as that which
foresees the integral and integrated develcpment of the educative
institution centered an the aontimuous improvement of the quality of
huren and academic life of the alumi, teachers, enployees and
workers, in a way that these actors may contrilbute to the develooment
of society and institutians.

Gart No. 12 shows us an integration of the different soopes of
plaming. Each ane will be explained.

Normative Planning

Within the cotext of orggnization, all plaming is nometive, due
to the fact thet it niles individel ard aollective behaviar, through duly
agreed and approved norms.

The Zulia State University is ruled by the Law of Uhiversities, an its
regulations, resolutions and agreements. Likewise, the Ministry of
Education, the Educative Zones and Secretary of Education Offices
all follow their regpective noms.

The prablem of nometive plaming, is its traditicwl coosption,
which is resolved in this proposal by the introduction of the need of
contimuous updating of the norms; these may remain intact be

- reformed or totally changed.
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Chart No. 12
Holistic Plamming Structure

Normative plamming:
1 General: (norms and regulations).
2. Gldeal: (directlve).
3.  Consolidated: (per scale and sequential
leels) .
4,  Per areas, and/or functios, and/or
structures.
5 Vetial and/or horizontdl.
Strategic-sTtuatIonal plarming:
— Fundamentals:
Institutianal perspective.
Specific situations and actors:

Types of - Opportunities
Planm.ng - CObstacles
Types of 3. Solve specific prdblems and necessities
. Plamming of potentials:
Planning °
— Fundamentals:

1 Project human resources al an
intermal and external leval

Routine planning:

— Fundamentals:
Optimize the institution’s normal and
dewy processes.

- Coneultancy.

[— A structure:

Conceptions _ Command line.

of Plarming As a nommal and compitmentary finction

© the ==t of the management functions.

By experts.
By clerks,
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Types of Normative Planning

At least five types may be identified: General Plarming which refers
to the norms per se; Gldal Plaming which gives the institution a
homogenous treatment; then we have Consolidated Plamning, which
aposes the previous type un its approach. The latter is understood as
that which is elaborated taking into accoat the institutiomwl diversity
ard social-tedmical viability of the plans coming fram the wniversity’s
fundamental instances. For this type of plaming to ke made It is vital to
previcusly establish dagnostic and decision taking criteria so as to
permit a fair and urgent treatment of each instance and not sumit
these to the possibility of being neutered by a ciraurnstantially dominant
voting grap with dif ferent interest s As an exanple we will take a Faculty
Council to which ten teachers are similtanecusly requirved by each of
its sdols. If there are three schools, we are talking of thirty teadhers.
The budget only permits the antraction of half this rnoer . Tnh acder to
take a decision of how this budget will be distributed, we must consider:

Nurber of alumni.

Nunber of teachers.

Alumi / Teacher relation.

Teacher antiquity (munber of years working with the institution.)
Average runber of students enrolling in the school.

Average rmumber of graduates per cohort from each school.
The degree of permanence of alumni.

Rescurce distribution altermatives.

Others.

O PO N0 Pk WP

Consolidated plamning starts from the base and towards the
orgenizatianal superstructure, therefore plans are cosolidated an a
comernd chain sequential scale, hierarchy and level basis, and we
must take into acoount that this form of plarming must be performed as
briefly as may be possible with a medium term, and attending a
decentralizing principle. For example, each school submits its
developrent plan to the Faculty Comncil and said plans are consolidated
at this leel. Af terwards, if necessary, the sare is doe at the level of
the Uhiversity Concil.
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Consolidated plamning takes The plamning concept through
aduinistrative academic areas and/or processes. Finally to Vertical
Plamming which comprehends the line of command, and Horizontal
Plaming which amtearplates aspects located at equal hierarchic levels.
Exanple: the plaming of an academic period (semester or year) needs
to include these concepts since teachers, students, resources and
processes are all inplied intervening in a similtaneous manner.

Strategic planning

The author assure the strategic plaming criteria formilated by the
1UZ General Direction for University Plaming presenting the following
aspects:

1 To ke goplied to critical cases ar In those that represent an dostacle
for institutiawnl develgorent.

2 Dssure the criteria of strategic plaming in both of its senses.

a Fran the teleological-political sense, the wniversity, through
the Uhiversity Goncil, must desion policies that will guice the
institution’s actians, and where criterians aonceming the social
ard historical mission of superior education are formulated.

h From the pragmatic-situatiaal sense, the wniversity, through
its govermment and co-govermment instances, must know how
to integrate its resources ard actors in a way that these
acknowledge the dbstades and opportunities of development.

Potentiality Plarming

Just as critical kots are idatified, it is possible to identify the
potentiality of uder used resorces in the wniversity and in the entire
educative system, esgpecially humen resources.

Humen resources must be projected in new situations of efficacy
ad ef ficdiexy .This procedire is called Rotentiality Plaming. The author
amsiders that if this type of plaming is assured, prdolems ard critical
knot s tend to decrease or disappear.
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Routine Plamning

This type of plaming has the goal of optimizing administrative-
academic and institutional service processes through the application
of clearly established systems and methodologies.

Tre rautine has to do with the institutian’ s ef ficiexy . The less time
there is between the moment a decision is taken and its’ agpplicatio,
as well as between the plaming and the acknowledgrent of the results,
education will surely ke more socially efficient ard effective.

Rautine plaming deals directly with logistic sugoort, strategies,
tactics and goeratians that must ke fulfilled to reach the institutian’s
goals. Here the participation of the humen subsystem of wniversity
erployees is of prime importance to provide a timely service to the
academic and directive instances.

Nometive Plaming in its practical work sense includes Strategic
Plamming, Potentiality Plamming and Routine Plarming.

Strategic Plaming does not exclude Potentiality and Routine Plarming.
Definitively, plaming must be boarded with a total visio.

In this sense, the previocusly mentioned dimensions of plaming will
be better understood after reviewing the formet forwardly explained.

Plamning as a Function

Finally, holistic plamming must be considered as a normal and
everyday function of every administrative-academic instance of the
niversity, a question that does not exclude the existence of expert and
plaming instances in the line of cosultancy, or more properly,
organizational developrent instances of consultancy that may provide
formation and preparation services facilitating instituticwl dence.

How to Plan

The author has designed a format (see chart No. 13) to materialize
the entire plaming process.

A sinple language is used to expose the different oconcepts that
Sugport plarming.

The format contains eight main colums to be conpleted as follows:

El formato posee ocho columas principales que se Ilenan de Ia
siguiente forma:
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The Policies

In the first colum, we place the name of the developrent area and/
or sub-area to be plarmed.

Policies are located in the second colum. This represents a prooosal
within the cotext of the plan that reflects the first decisian taken by the
authorities in relation to the future of the develoment of the area ard/
or sub-area. It expresses the pretended general will. In this way, &
exanple, we may formulate four policies:

1 Cxnstitute the area X

2 Develop the area

X
3. Strergthen the area X
4 Reformulate the area X

Policies must be explicit and be approved by the Co-Goverrment
Councils. They represent, the same as any other plan, the agreements
for coducting an orgenization, therefore they will serve as guidelines
for immediate and future actions of these agreements, as well as of
the exeattive staffs.

A dharce in the policy implies a change in the rest of the plan.

All policies must be updated at the end of a management cycle, in a
way that they serve as kase for the building of the new plan.

Agreements suppose conflicts due to the diversity of actors
padticipating in the Councils. Part of a Manager ‘s role is to encaater
the necessary agreements.

Understanding this anflict-agreement process, it will ke possible
to conmprehend the difference between normative plans (in their
classic sense) ard strategic plans. In the fomer, it is ae mein actar
thet t akes decisians. In the latter, decisias are taken by several
actors. Due to this reasm, we must wderstard that the building of a
plan is not nerely a tedmical action, but also a political ae, the latter
preceding the former.

it

All policies nust be justified, or said, we nust specify the reasm
for taking a decision. The justification is placed in the third colum.

There are three types of justificatians:

1. Justificatians kased an reality diagesis (ee it prdolavetic ar potantial) .



220 Boo (UAPTLR XI

2. Nametive justificarian, where decisias are taken invirtie of a Juridical -
normative sugport (National Constitution, Organic Law of Bducation, Law
of thiversities, milirgs...).

3. Social-Rolitical justification, where the comending grogp’s mission
ad vision are axsidered. This being just as inportant as the two previausly
mentianed, especially if the decision is to goen new rautes, or to meke an
organizatianal charnce.

Objectives

The dojectives or goals are placed in colum 4.

First of all, results that reflect policies in coxrete tems nust ke
achieved. Secad, the results of the administration must e doserved,
measured ard quantified at the ed of the adninistrative cycle.

Qojectives are prapositians that state beforehard the results that we
pretend to dotain in a specific time goan. They are another form of
expressing management decisions.

Just as policies are justified, dojectives are famulated acoording to the
vighility to reach a determined result.

Diagnostic justification indicates a lack, dosence or potentiality.
Qojectives indicate what needs to ke achieved or developed. For exanple,
there is the diagnosis that with an Eoonomy School Department there are
three teachers without postgraduate studies ard three, with a postoraduate
degree. Accordirgly, the dojectives would be:

1 To form three professors in the area of Micro-econany .

2. Prarote and incorporate three professors to pre-graduate teaching.

Tre policy sustaining this decisian wauld be: develp the area of teaching
Tresources.

There are goals according to the areas thet are being plamed; in this
way we have naninal or formel dojectives and substantive or modular

Tre latter refer to the vital acpnization sib-aress, such as the arriailar
ar teaching famerio areas. The famer refer to the other institutiamal
development processes and areas.

When the differences between policies arnd dojectives carrot be clearly

established, gpecially at the teaching / leaming process level, perfamence
& andards must be are established, with higher, middle ad lower limits

88. MAGER, Robert. Goal Analysis. Mexico. TiTllas. 1986. pp. 5-6.
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Strategies, resources and the organization

A well defined dojective pemiits the idetification of strategies ad

As strategy, we understard the courses of action that must take place
in ader to achieve the dojectives. These allude to fuctians, tasks ad
activities to be exeauted, also representing new decisians.

Strategies must be taken according to the internal and extenal factors
of the units thet famuilate them.

Strategies are placed in colum five. For exanple: To redistribute the
teaching load of department members.

Colum Six holds humen and material resources to be used, arnd in
(olum Seven we identify the party regoposible for inplanenting, executing
ard perfamirg the follow-up, aatrol ard evaluetion of the relevart dojective,
as well as the strategies designed
Vighility

Uil now, the huilding of the plan has been kesically static, doeyirg
more to the informmetion, necessities ard potentialities detected. This
methodolagy does not differ from nomative plaming. But fram this point
), plaming becares dyramic, and olum Eight referring to the viability
of the plan is usad far this purpose.

e will uderstard as Vigbility as all the social-tedmical aaditians
required to exeaute a determined plan. Eooomical Viability is identified,
being relevant to the availability of the financial resorces (Golum 8.1)
which are indispensable for the exeaution of the dojective.

In the secod place, we have Tedmical Vigbility which irdicates the
hen and material resources present for implenmenting the plan (Colum
8.0). Temporary Vigbility is indicated in Golum 8.3, relevart to the tine
sean in which it is expected the dojectives ke achieved, ard if this factar
correspads to the regpective administrative cycle’s timefrare. This will
let us know when a resource urnder formation will be reincorporated to the
academic-teaching process.

Intermal Social Viability is expressed in Golum 8.4. This refers to the
approval achieved by the memager within the Co-Govermment. We will
ace agpin insist o the differences as base for the agreanent; therefore
the need for negotiating, oeding, dhering. It is recomended that the
institurioal paraveters for goporoving or denying a program be previcusly
established.
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Extermal Social Viability is expressed in olum 8.5. This refers to the
supart an instance couats with within its social institutiael ewiran for
the developrent of the plans.

If, for exanrple, an instance is not sugoorted alleging absence of
resources, the menager must sesk or build the vidbility; the execution of
the plan depards an it. But this is not achieved autaretical ly therefare the
criteria and suygpositias of strategic plaming are valid in the sense that
they acknowledoe the intermal ard extermal dostacles and goportunities
required far the exeaution of the dojectives.

If there is 1o vigbility in X time, the mareger will heve to reum to the
instance of origin and reformilate the seven previcus colums, or sare
of tham, ar he may also enphesize in huilding the vidbility. Likewise, he
may gpt to provisiamally sugpeerd the project and formulate an altemative
ae. Most importantis that the menager be capable of keeping the
arcpnization alive.

The previcusly exposed conoepts refer to the dynamics of plaming
that at the same time respond to the dynamics of management, and the
lat=r, to an ever-dranging reality .

EXPERIENCES ENCOUNTERED

The plaming formet has been applied in termms of similation within the
Academic Management Workshops.

Participant have care to the cawiction that:

1. Tt is possible to assure plaming as a nomel function within
instituriaal leadership, directly irvolved within the university’ s develgorat
process.

2. Plaming is an act that begins and nust ke maintained in effect during
the entire acadamic meregarent process. Or said, it is mot an initdal,
puctual, wmige ar linear act,

3. The Plaming process, being dynamic, must be aonsolidated not
aily in the instance in which it wes initially assured, bt also in the
JII ]t@:at]—t‘ 9 JII Bta]:%-

4. Uhiversity plaming must emerce from the base and not from the
sumit, and specially not from experts ocoupying aonsultancy lines.
Management culture and contimuous formation of the academic manager
is indispensable far the success of this process. €



OO

]
~ CHAPTER XI

fupv Procoam
Manacemen

I

Hil

.

.
HEnnnnn

I T T T e



224 Boo (UAPTER XII




fTUDYV DPROGRAM MANAGEMENT oob 226

The STUDY PROGRAM MANAGEMENT will be understood as the
academic management sub-process that has the mission of providing
the integral develogment of alumi through the efficient and timely
enployment of resources.

LOW STUDENT PERFORMANCE

The Venezuelan educative system confronts a prdolamatic situation
in all senses. Student performance is below average. Of ficial Ministry
of Education records show that last year nearly nine hindred thousand
students failed the academic year or deserted school.

In the case of Zulia State University, changes have not been made
between the old study program and the new integral study program of
1984, student performence maintaining a 12 to 13 score average. (See
chart mo. 14)

Student s, an an average basis, are graduating with anly 65% of the
goals or knowledge.

This constitutes a pradblem, not only because student develcpment
is affected, but sccial develoorent is affected as well.

THE STUDY PROGRAM AS A PEDAGOGICAL PROBLEM

Several factors explain low student performence. One is the reductive
arpartial coception used until now, exclusively using pedagogy as the
educative science, and within same, didactics.

ft has always been thought that a good study program design (profile,

study program structure, subjects, etc.) is enouch to reach the goals
of educatim.
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THE STUDY PROGRAM AS A MANAGEMENT PROBLEM

The previous amception is limited in the sense that it does ot
atenplate other factors that are equally valid for achieving educative
success, fram the budget all the way to the type of persarel that will
e required to apply the study program. Now, the aily disciplines cgpable
of artiadlating all the factars are: Administration, uderstood as a logical
process of research, plaming, orgenization, execution (implementatio,
direction, control ard evaluation) or Management, urnderstood as the
dynamics of the administrative processes in pro of reaching the
educative institution’ s sccial ef ficacy and ef ficiency. From this
perspective, the study program is also an administrative menagement
problem.

Chart No. 14
Zulia State University
Grade Point Average per Faculty
(Years 1981-1987)

Faculty 1981 1982 1983 1984 1985 1986 1987
Law 12.8 12.6 12.6 12.5 12.6 12.6  13.3
Medicine 12.9 13.5 13.1 13.0 13.2 13.1  13.4
Engineering 12.5 12.5 12.7 12.6 12.5 12.6  12.7
Odontology 12.9 13.0 13.0 12.7 12.5 12.5 12.6
Economy 12.3 12.5 12.4 12.4 12.4 12.4 12.6
Humanities 13.5 13.7 13.7 13.9  13.7 13.7 13.8
Agronomy 12.2 12.3 12.4 12.6 12.5 12.5 12.5
Architecture 13.3 13.6 13.6 13.5  13.7  13.7  13.9
Veterinary Sc. 12.3 12,3  12.1  12.1  11.8  12.3  12.0
Science 12.7 12.5 12.5 12.4 12.7 13.0  13.3
G rade Point

Point Average 127 12.9 12.8 12.8 12.8 12.8 13.0

Source: LUZ Statistics Department.
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The thesis to e explained in this dhapter is that at the present, there
is no correspondence between the integral conception of
((Bducation>>, and the proposed study program structure. There is
also no correspondence between the proposed study program and its
execution. Both of these situations equally produce low student
performance.

THE INTEGRAL CONCEPTION OF EDUCATION AND THE STUDY
PROGRAM STRUCTURE

Doctor Walter Pefaloza, co-author of the Zulia State University’ s
1984 study program reform, explains in his text entitled ((Educative
Technology Marual>> that:

The true function of the Study Program isto permit the alumi to
develop their abilities, that they adequately relate with the scaal
envirament and incorporate the culture of their time and pecples.

Doctor Peflaloza proposes an integral oconception of education. If
this is so, then the arriadlar struchure must also be integral; in this
sense, the author indicates that:

next to the indispensable knowledoe and professional practice,
which are required in all careers, also to be casidered are a group
of other activities that generate experiences related with other great
educational prablems, and through intense consultancy actions
must seek the imner balance of the alumi, and as basic
knowledge, will not anly amsider the professiawl subjects, ut
also those of general formmation, mainly pointing to personal
amsolidation. 90

Zulia State University assumed this conception, and the proposed
study program structure -with pertinent adaptations- in resolution 227.
All careers will inplerent this resolution.

®. PENALOZA R, Walter. Bducational Technology Manual. Maracaibo. Venezela.
Universidad del Zulia (Zka State Uhiversity). 1979. P. 2
0. Idd. p. 5.
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h Gert No. 15, we can obsene how a study program of an
intellectualist aonosption, aooentrating 91% of the hours, tumed into
an Study Program  integral trad, rveaching 75% of the total and
where a goecific weight is assigned to professional practice (19%)
as well as to setf developrent activities (5%) and consuttancy and
guidance (4%). As dbserved in the Chart, main enphasis is &Il on
the area of knowledge. Therefore, this inclination the Study
Program’ s daily practice imposes tself over the oter areas, and
when balance is broken among these, the integral conception of
formation vanishes and once again provides entrance to the
intellectualist conception of education. At this level we must
introduce the provisians of Management, which represent within
plaming, the viability of strategies and structures thet serve as
sugport fxr educative dbjectives and policies. From this angle, we
conclude that area based structure does not aid integral formation.
Our goinion is that other important dimensionsthat will immediately
be analyzed should have been considered.

Chart No. 15
Study Program Area - Schedule Distribution
(percentage)
Min-Max Study New 1984
Study Program proposed Program Study
Structire per Areas standard  before 1984 Program
A. General Formation 12-15% 13.8% 8 %
B. Basic Professicnal Formation 12-15% 24-6% 24%
C. Specific Professiawl formmetion 39-42% 52-7% 40%
Sub-total (A+BHC) 51-57% 91.3% 72%
D. Professicnal Practices 15-20% 7.3% 19%
E. Self-Develcpment 7-10% 0.8% 5%
F. Guidance 3-7% 0.8% 4%
Source: Central advisory Comission for Study Program and Evaluation. LUZ, 1988
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ABSENCE OF STUDY PROGRAM HUBS

When the new study program was inmplemented, emphasis was
made on an area-based structure that correspads to the educative
conception. Yet the sciatific dimension or specialty of the career,
which provides the latterwith substantial contents and/or structre,
in other words, the programmatic hubs, were not adequately cared
for. (e dert . 17). The epistemological fundamentals of each
career were not assessed, or said, the bases or principles thet
determine whether a cresr is sciatific

Areas were reformulated, but substantive aspects of the
professian were forgotten. The programmatic hubs of the previous
study program were maintained.

When forgetting the hubs, the Study Program Commission
distributed the hours, subjects and other program components
in a non-discriminated mamer; lacking criteria. We will explain
this: Study Program hubs provide the structure that the
university career Will have in the programmed formation
semesters. T Chart No 16 we can observe at least two hub

Tllustration No. 17
Study Program Structure

General Formation
— Basic Professional Formation

Educat ional Specific Professional Formation

Dimension — Professional Practice
| aivind

— Consultan

Sty et
Program
Structhure — Career’s logical structure
ie: Theory, ailtiral, aress

| Career fields
Seientific i.e.: nwal education sociology

Dimension | Specific prdblems

i.e.: Health and Education

| Degree of scientific fomelization
criticism, logics, harwdistics




N0 Boo

(UAPTER XII

classificatiais. These are: the hubsaccording to their strategic
location within the formation plan, and, the hubs according to
their individual contents and cbjectives. What happened? To stat
with there were cases in which the hour distrdbution equaled the
main basic hubs with the secondary hibs, and between the latter
and conplimentary hubs, at the design lewl of course. For example,
if we have an hub, which is a main hub, ad it iS assigned with five
subject s taught 4 hours per weelc per career/semester, ad we have
a D hb, with 6 hours/week/semester/ career, What do we have? It
seems that the fist hub is more important

1

Chart No. 16
Types of Study Program Hubs

PER STRATEGIC LOCATION WITHIN THE FORMATION PLAN

1.1. Basic Hubs.

1.1.1. Main hub(s). Called the backbone of the formation plan.

1.1.2. Secondary hub(s). Cmstitute an essential part of the

career but do not define the predominating trend of same.

1.2. Conplementary and/or Auxililary Hub(s) . Generety constituted

by the cateaits of other sciences different than the sciencewhich

defines the career.

PER THE CONTENTS AND OBJECTIVE OF EACH STUDY
PROGRAM HUB
2.1. Chronological-Hlstorical Hub. A series of subjects dedicated
to teaching the history of the carrer.
2.2. System tic and/or programetlc Hib.A series of subjects dedicated
to teaching the aotents of a career acoording to determined topics.
2.3. Prdblematic Hub. A series of suojects dedicated to amalyzing the
contents of a career according to specific prdolens.
2.4. Mixed Hubs. A combination of the previous.

Note: Fianths point of view of Academic Management the relevant autorities
according to the profeesianal profile must decide the hub types of the career.
aiwsi weight and amour* of seth.
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since it has five hours against three hours. But a menagement analysis
indicates that in the end, the carplimentary hib is just as inportant as
the first, having anly two hors of dif ference in respect to hub A, the
latter having 20 hours and the former 18. This shows that there is ot a
menagerial conception of the Study Program. This concept would have
the mission of guaranteeing an adequate distribution of the hours and
other components in each Study Program hub or area.

On the other hand, we can doserve a proliferation of hubs that meke
the Study Program profusely branch out, impeding the alumi to
intermalize the aotents or dojectives. But the aralysis does not end
here. In the secad hib classification we can doserve that when building
the study program, an adequate criteria did not exist for the selection of
the type of historic or systematic or prdolamtic hub.

The first (dwawlogical-histarical) hub is still predominent. Student s
must know the origin and development of the career. Prdblems usually
appear with the designation of subjectsT, I 11, V. Ad though this in
itself is not negative, the prdolems show up when time and resources
have been consured by this hub in detriment of the other remaining
hubs.

Arother prablem doserved is that none of the hubs, areas, neither in
theory nor in practice have artiaulation; they are isolated. The student
encounters them in an isolated marmer.This causes for those hubs or
areas with most hours or subjects to becore predominant over the
rest. For exanple: The area of knowledge still imposes itself over
professiaal practice, activities and guidance. These, in the students’
world appear to be (<residual)) .

If the main hub or secondary or camplimentary hub or hubs are not
established, the notion of the degree of diffiaulty of a subject far a stdat
is lost. The degree of difficulty is determined by the location of a subject
within the hub, in the sarester, by the rature of the dojectives, by
assigned time, arnd by the inportance it has in student formation, amog
others.

We doserve that there are semesters in which key subjects of each
hb coincide. This produces leaming difficulties, ae subject beirg
capable of inhibiting the other, or both eliminating cne ancther
simuitanecusly within the student.
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THE PROBLEM OF ENCYCLOPEDISM, ATOMICISM AND
SCIENTIFICISM

Iother pradblem deriving fram the previcus metter is the prdolem of
encyclopedism and atomicism.

Tt is expected that if the studat hes success in the subjects stipulated
within the Study Program, he will acquire the estimeted fametion ar profile.
This is questianed. From an epistamological point of view, the sumof the
parts does not always praduce the whole. This may e goplied to an doject.
But where organic, social or knowledoge processes exist, the whole
becores independent of the pats. De to this, said Study Program would
rnever achieve the student’s integral fometion.

Fnoyclaoediam is a product of French tradition of the XVIIT cenbury,t
provides extension ard acaumilation of all knowledge. This is joined by
Atomicism, which oonsists of the fact that each subject is corprehended
byit self ard ot in the aotext of a hib ar Study Program. This explain why
a student that may have succeeded a Suoject IT, failed in the pre requisite
Sioject I.

A phenarenmn occurs in each subject, the encyclopedist vision being
reproduced. Each subject becares so extensive that every teacher
more hours and resources. This represents a prdolem for the student
who becomes overwhelmed with work.

Jointly with encyclopedism and atomicism the pradolem of science’s
Cersturalization necessarily appears. It gopears as a product. And when
doing so, science becaores a repetitive activity. For a student to becare
a scieatist, he neads to leam all exdsting thearies. This dawturalizes
science, the student is not provided with the time required for
experimentatian, essay or recmstruction. When he his required to produce
science, the student is mot prepared. This brings forth trames to the
students or comical sketches of research.

All is presated as a packece (stimulus) thet the student must leam
(answer) , ard this could rever be amsidered as integral education.
STUDY PROGRAM - STRATEGYAPPLICATION PROBLEMS

The predominant area in the educative system is the Knowledge Area.
W ithin each subject, the teacher exposes, the student takes copy,
afterwards the studat leams the sloject at hare, aut of class, ad firally
takes an examination. This logic coditians the leaming process in a way
that the teadher camot coordirate it, anly being able to coordinate the
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teaching process. This modality is ramte, the alumi, by his own means
havirg to leam the taught matter. Tt is twe thet there are professars thet
prawcte class discussians. But within the study program aotext, this
Sears residual, without importance. This situation dematuralizes the
strategy of presence, which has the mission of centering education on
the stdat, as well as servirg as a means for social interrelation.

The notiom ard practice of a fomatio production process does not
exist. In most cases appearng departed from the educative system,
carryirg mary inplicatians with it. There is rno cotinuity in leaming.
Feedack is not possible, far less a mamer to guarantee itd gality.

In Tlustration No. 18, we doserve thet the educative system permits
student admission. Within the system the student is dedicated to the
suacess ar failure T repetition of suojects util gredeting. Te institution
does ot know who the student is, how he is developing ar which diffiadlties
he is encountering. He is conpletely anonymous. No one knows where
he cares fram or where he is going; This inpedes the integral fometion
of the student, and disggoears as a persm. In this aotext, evaluation can
ally exist in the fam of an eamimation, to give a definitive sanction in
regeect to the student being gpt ar not, good ar ked.

Before these facts, we propose that students udercgo a contiruous
improvement process under the strategy of presence. Bducatiamal quality
is viable through this mean. The bottom pert of the graph shows an
integrated subject system. The synbol ??indicates that there is a process
aatral.

Academic Management assumes a continuous improvement criterion
in regpect to the processes so that the student not anly leams, but also
adapts hineelf tlroh creative participation in the develogrent of the
institution ard pertiailarly of his o develaovent.

The prablem that has been exposed is doserved throughout the entive
educative system, fraom kasic education to post-greduate studies. What
we definitely have is a teacher-subject model of education, when what we
should have is a participation-research strategy, in which student
experience is the key to an adequate formation. Within this mean,
evaluatian fams part of the leaming process ard is ot extenal to it.

THE PROBLEM OF DEFINING THE PROFESSIONAL PROFILE

The Uhiversity has mede a fudarental effort in defining the professianl
profiles of each career. Professor Tres Laredo played a vital mle in tis,
alag with the rest of the menbers of the IZ Central
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Consultancy Commission for the Study Program and Evaluation. The
wmiversity evolved from an institution thet did not kow whet kird of
professiaals it was farming to ane that does know . The est aolidhed profiles
have not yet been achieved because menagament critera relevant to time,
resources, etc., have not been inplerented. Wiy? The answer is in the
Knowledge Area.

Now, the etrance into the educatianl market of tedrolagic institutes
offering shorter careers ard the presence of postgraduate courses in most
careers casts dodbts an the differences that exist among university
teachers, when the sane teacher-subject paradign still predominates in
the entire system. In the following dhart we may doserve the two types of
professianls that graduate fram the pre-gradiate level : SupenorTedmician
and Bachelor or ' equivalent. The category of Uhiversity Assistant has been
added for amalytic purposes. The postgraduate professiawls are later
indicated. Three ways of uderstanding the profile are shown: persawal,
academic ard professianl action. (See dert ro. 17).

The academic profile

In respect to the acadamic profile, the key difference between the
Superior Tedmician and the Badhelor is that the fommer fundamentally
prepares hineelf as an aplyst. n arelyst is a professiasl thet is prepared
to resolve prablars parting from knowledge models provided by the career,
whilst the Bachelor mainly receives a formetion oriented to research,
capable of producing and/or reproducing knowledoe in arder to solve the
prolars. If this is what is wanted, and you have that 74 percent of the
hours belag to the knowledge area and 47 percent are theoretic hours,
we may ocaclude that a researcher or Bachelor cammot be formed. On
the other hard, most study programs do not have as structured research
area, except for Sociology arnd Social Work. Generally the latter shows up
with the name of Research Seminary, or Research Methodology, kit with
very few hours per week.

When resesrch is a requisite for the grade, nost research work is
either exessively thearetical ar sinply a ressarch drd1l.

Even though the author does not dhare the idea of foming high level
researchers in pre-grade, he does propose that the alumi be cgpsble of
producing knowledoe, ard in this sense needs time durg his career, which
is ot offered. In practice, Boyclgoedian ard Scietificism amnihilate this
possikility Also we must add the prdolem that most pre-graduate professors
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are not researchers. We can also doserve the absence of an organic
articulation between research and teaching.

Professional action profile

In relation to the professiaal action profile, the differences are that
the Superior Technician possesses a sector-oriented domain of a
professional action field and may execute linear menagement roles,
tactic roles or gperatianal roles. The Bachelor has a general dorain of
the profession, may acospt tedmical -scientific leadership posts, general
or middle management posts and process organization functions.
Exanple: A Sucericr Teclnician in Economy would be a Agriculture
ard Livestock Credit Technician, while a Bachelor in Eoonomy would
have the gkills to abcard credit prablams, projects, macro-economy,
micro-economy, ex.

In the execution of the Study Program we encounter that professional
practice has few hours assigned, or said, less than 20%, except for
the Health Campus. Likewise, most faculties do not have this area
structures in its three levels (adaptive, sectional and final
apprenticeship) . The time assigned to research and professional
practice, which is less than that required, takes us to the aonclusion
that in the best of cases, we are forming an ZAnalyst or Superior
Teclmician instead of a Bachelor. In the worst of cases, we are forming
a ((high school postgraduate>>, or a University Assistant with
knowlede of tools and their gpplication. To finish and present new
argurents relevant to the exposed prablem, we will expose a case
study referring to an encounter of multidisciplinary university
professiocnals. We asked them to each define their respective
professians and the results were those indicated in the following chart.
(Chart no. 18)

As doserved, anly ane cut of nine professionals menticned the word
((research)), while the rest referred to ggplication ard case studies.
On the other hard, we doserved an unclear delimitation of the study
area. This demonstrates that the Bachelor is seen as a Superior
Tedmnician and not as a scientist.

In authentic study program reform at university education level nust
break with the teacher-subject paradigm, and should even change the
language at basic education level aemphasizing on personal developrent
and on everyday experiences.
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THE POSTGRADUATE STUDIES PROBLEM

The vertiginous postgradiete study growth in the university casts dodots
in respect to the differences of these studies with pre-graduate studies,
the model of the fomer is the sare teacher-subject model of the latter.
Most postgraduate courses have 8 to 12 subjects, cogesting the student
of already mede knowledge, without giving him the gogoortunity to produce
knowledge.

Postgraduate studies nust differ from pre-graduate in the sense that
the former enphasize knowledoe updating, in presenting students the
possibility to acgess the last fratiers of kowlede. Therefare, the teader-
subject model does ot function here.

Tn postograduate studies, the student geerally begins his grade thesis
in the last savester of his Master s degree. This short time inpedes the
proper fometian of a research scientist. When the student extends the
duration of his study it is because he does not have tine. He works, or is
very husy.

M the other hand, we doserve sarething amrdous: the university offers
30 pre-gradiate careers, but also offers 62 Master degrees. This is a
aotradiction, for there should be an equal minber of pre-grade careers
ard postgraduate degrees. Also, there should anly be Master degrees per
each wark ares, i.e.: the Master s degree in Eaonamic and Social Sciences.

The excess of Master degrees (and specialties, of which there are 51)
reveals a anfusion, which aomsists of idatifying the Mester 's degree
with the Specialty degree ard not with the bese career. We even have
cases in which the Specialty is awerded at the erd of the fawrth sarester
ad ot in the first year of the career.

The Study Program prablem worsens. If within the pre-graduate studies
we have so mary unresolved prablems, why are so mary Master degree

courses opened? Seen from the Management’s point of view, amother
prdolan thet the institution is not cgoable of solving similtanecusly is being
generated. It would ke better to strengthen pre-graduate study programs
ard upm this colum build the floor for postgraduate studies. Otherwise,
the latter may fal1 goart.

The increased offer of post-graduates devalues the labor merket for
pregraduates. Postgraduates are being aotracted for goeratianl or line
menagers, this prolags study duration for the alumi, who now must
aourse eidht years instead of five.

Both pre-graduate and post-graduate courses must be restructured,

the latter to ke used anly to produce knowledge. ITn otherwords, it must ke
more selective.
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THE PROBLEM OF PERSONAL PROFILE FORMATION

This poirt hes been left far last ecause it is axsidered vital ad relatively
new in Study Program Aralysis.

Further beyand low student performence or the differentiation between
an arelyst ard a scietist, we have the prdolam of the persawlity fomation
of the fubire wniversity gradste. The university studat finighes his career
but seldom tines does he have at this point a solid life project. He thirks
his realizatim is in finction of an actim (as an ecoxmist, dysician ar
engineer) ard having material goods as signs of status and success in
life. Fe is ot active in function of the develaorent of his beirng, of his irrer
harmony, of his deracter befare the sittatias of life. We see professianals
thet when anfranted with a prdolem carrot offer solutians, they tum violent,
hysteric ar sinply inhibit thameelves. Or they have stability with their cogple
ar within their families. This situatio nekes the fomstiom praolem more
acute. We are before a student that lacks mechanisms for adapting to
society or it’s changes, much less can he menage noral or ethic issues.

Master Sal Baa says: ((when students enter the university they pass
five years of their lives hiting far a title (@ filed of actia) ad vhen they
graduate, they use this title as alegpr ‘s cup: ((Give me work~, ePlease
give me work) ), <<Fird me a jdo)) .

This happens because the Study Program does not contemplate the
((Perscnality Development Ares>>, nor does this area exist as a practice
interent to the sbjects. Our Study Program is ratiawlist, instrumentd
ad intellectualist. Brotians, will and prdolars have 1o space.

The Guidance Area, which could play a vital role, has few professiaals
ad hours devoted to it, so as to carry an ethic ard moral practices with
the students. In sore cases, Guidance is anly taken as professiaml or
discipline guidance (courses an edition, study methods, etc.)

The conception of the entire educative system’s study program
axtines keing axiologic, pragmtic and meterialist. There is 1o place for
ethic develgomment ard social carmpromise, much less for the formation
of the sodat’ s duaracter ard persawlity.

Tre aulture of oar Study Program, other then keing intellectialist is also
BEvaluatians are written ard ot aal. Also, firal evalatias aily take into
accont the results and not the formation process.
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In authentic Study Program reform would include the student’ s ethical
and moral develgorent as well as his persomality developrent, ke as an
area within the Study Program or as a daily exercise among teachers and
students, parents and representatives, laborers and enployees.

THE STUDENT SELECTION AND ADMISSION PROBLEM

W e will inmmediately go an to the amlysis of other Study Program
menagement areas. We will follow the order presented in the Control and
Evaluation Section Matrix immediately following. (Gert No. 19)

In order to adequately manage the Study Program we nmust consider
the 16 sub-areas alayg with the 7 relevant administrative sub-processes;
this when directly ansidering the alumi.

The author acdknowledges that the university mede a aonsiderable effort
in executing the new study program plans as of 1984; but a good desian,
ariented anly to the essential aspects lacses its sanse of direction when it
pis aside the sittatianl diagosis of alumi thet will be corsing a
determined career.

Aocording to their historic treds, the three subsystens: lasic (or
elementary sdool), secadary (ar hicgh sdool) , ad wiversity, have never
selected their students. Considering the danocratization of education and
the goen door policies of the sixties, all students wanting to go to school
have been admitted. This is where the prdolem began.

No matter how democratic the system may be, every educative level
must have had ard should suonit students to selective criterdia. In other
words, those prepared to aourse a specific educative level must be dhosen,
ar at least, the initial status of adnission of the students must ke known, in
arder to permit later aarparism.

To this respect, duadng the 1990’ s the author carried an an explaratory
study of a ciraurstantial sanple of 50 alumi begiming their careers at
the IIZ Faculty of Boonanic and Social Sciences, their distribution being
as follows:

Idministration and Accounting 25 students

Economy 15 students

Sociology 10 students

The study pretended to acknowledoe the student’s profile at adnissian,
measuring socio-economic aonditians and kesic intellectual capacities,
such as description, amalysis, deduction, induction, among others.
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Chat No. 19
Student Development Area Selection Control Matrix

HAGA - LUZ System Academic Workshop
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Results: 77% of the students polled did not know which were there
kesic intellectial cgpacities. (See dwrt ro. 20). later, in the same year,
twenty students working on their grade thesis were polled, and they
revealed the same trerd.

n the other hard, 25 students from different careers were subomitted
to an intellectual develoorent workshop. The workshop consisted of
explaining each capacity and meking relevant application exercises.
This revealed a substantial chenge in leaming. 95% of the alumi learmed
how to apply the acquired knowledge.

This essay has many implications not only in respect to
admission, but also in respect to the study program structure.

The student, upon entering the school, begins his career as a
race to achieve and/or accumulate knowledge. There is no space
fr epistemological and methodology training. Nor is there time to
meditate on studied matters.

Chart No. 20

Knowledge of the intellectual capabilities of alumi
admitted to the LUZ Economic and Social Sciences Faculty

in 1990
Besic Correct Tnoorrect Tad
17 ] Firits Firits
b 1it

Description 18% 84% 100%
Malysis 11 % 89% 100%
Bplastiom 28% 72% 100%
Deduction 28% 72% 100%
InductIon 33% 67% 100%

Gereral Average 23% 77% 100%
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The exploratory study indicated that if students becare awere of their
intellectial cgpacities, it is possible thet they have a better perfamence
throghout their caresrs.

The anly Faaulty to aoply a selective criterion at IZ was the Faculty of
Medicine. At that maorent (1984) it was argued that there should ke a
smeller mumber of student s in arder to atted patdat s A rigorous selection
was made. All varidbles were taken into account: knowledge, mwotor
coordinatian, psychodhysical. But the effect was anly apoarent, ladking in
axtats, it aily served as a filter for the adnission process with ro effect
o inproving formetion quality. Performence remained equal.

A god selectio is made to guarantee the quality of education. This is
no exenption fram the social engagenent that the educative system has
withits paple. As we know, the aily selection ard adnissias criteria in
Veezelan universities is exerted. throch the Academicfptitude Test (RAT)
coordinated at catral level by the Natiaml University Goancil.

Student s in the last year of High Sdxol present this exam in March of
every school year .An Acadamic Tndex is calaulated taking into accont the
students’ high school grade point averacge plus the score they achieve an
te AAT. This procedire, other than keing traumtic to students (since
amyy soldiers survey the dassroan during the test, sugposedly to maintain
discipline), is also an extra-university procedre: Uhiversity Sdools, which
are the key institirias far fometrio, participete reither in the selectio,
o in the elaboration of the test.

This extra-niversity procedare tums into an elite ard political criterdiam
more than an academic criterion.

Tt is elite, kecause studat adnission begins by adnitting those with
the highest scores ar indexes until filling each wniversity’s adnission
capecity. If this gpacity is 2000, student mo. 2001, even if achieving a
quelifying score, is not admitted.

Tt is political, since the stdat federatians when anfranted with the
previcus situation begin to 1ddoy a secad ard even a third admnissions
list, elimirating any acadamic criteria assured.

Reassuming the idea of responsibility and canpramise, the author
sustains that a position of corpramise can be meintained when refening
to popular education. Suppose: that the admission capacity is 2000
student s, an AAT is mece ard we fird that anly 1000 student s are prepared.
Then the rest are not definitively excluded, it are required to take recovery
corrses to help these students level wp. Qe this achieved, they are
adnitted and formetion quality is maintained.
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In the case of superiar (wniversity) educatian, the selection pradblam is
aggravated when the socio-economic and space candition of the student
are left aside. Therefare we have 1o goplicable criteria for studants that
are a resident of ather states. Nor is there a criterion for warking studats.
In the best of cases, these studants will nesd to course ae ar two additiasl
semesters.

We do not know what resources the students count with: ifhebelongs
to the lower social conditions, middle class or high. This data is
indispensable for the wniversity to estimate the sbhdat’s tuition for each
pericd. Tt is ot fair thet the tuition be the sare ad thet the Uhiversity
Student Canter Federation aotinmuously kattle against tuition increases
when it is known that most students care from middle and hich class
families. The tuitim nmust be differentiared. Those students with lower
resources may even ke exenpted from paying tuition.

Firally, we have the transit student. When granting additiarl erollnets
uder pressure, the admitted student may e admnitted into a school with
uer erollment while he can e properly placed. This is grave, leaving
art a gidane criteria. A student suomitted to this cadition sinply carmoct
render an adequate performance.

As to admission in proger, the wniversity hes o ateama. Students are
ot infamed of their resposibilities, dties ar ridts, a sitetio leavirg
asice the student’ s engaganent with his/her self and with the wniversity .

As we can see, all the matters mentioned are sericus. We can desion
a good study program, ut if we do not inplement selection and admission
policies, thaet stdy programwill not ke vigble; not conting with capacitatred
students, ard therefore, an above average performence will be hard to
dotain. Trere is st of a fear in relation to this poirt, selection ard adiission.
Until now, exospt in sare Schools, most have not taken a decision that
will permit a quality education from the morent the students are enrolled.
Totake a decision of this mature without copramising the wniversity’ s
dbligation before the Nation, a gemuine and authentic academic
menagenent criteria must prevail.

Departments arnd Classes also lack selection criteria. Pre-requisite
suojects are lost ad taken to ewoll in a new suoject; bt the pre-requisite
required is the gooroved suoject, nothing nore; notwithstarding, if the
student has the subject aporoved, but with a score of 10-12 points
(Venezuelan education is lased an a scale of 20 points), he may not ke
admitted, because the student does not possess the optimum capacity to
leam or study the new suoject. Therefore, quality and performence are
hindered.
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Is to transfers (ar title revalidatian) there are also ro golicable sciatific
criteria for selection. Mly agoroved suojects are taken into accont ard if
the cotents of these coincide with the aotants of the career which is
doject pf the equivalence. Neither is this a guarantee of the quality of the
educative process.

THE DISTRIBUTION OF THE ALUMNI WITHIN THE CAREER
Until now, there are 1o tedmical criteria for distrbating stdat s in e
career . For this sub-area we nust take into aasideration the following:
1 Nureer of students to ke enrolled.
2  Nurber of teachers.
3. Kird of suoject. (Fer hib, area, study program in general) .
4 Nurber of students already coursing the career, ke they reqular ar
irreguilar students.
5 Physical space resources.
6. Real damard of the subject.
7. Tre duift.

If the ninber of stoudats to ke arolled increases, distribuciom criterda
are broken. The distrilbution prdolem affects the study program, as dees
the elaoaratian of a profile ar an area of the sare.

But let’'s suppose erollment is maintained; we still do not have
distribution criteria, except for the guidelines agreed uom between the
LUZ Professor sAssociation (APUZ) ard the Uhiversity Gouncil in respect
to the teaching lced of the professarship, as per his dedication. Bt the
agrearent indicating thet the professor T studat ratio will be as follows, is
also not aoplied with:

1 Iaboratories and seminars: 15 hours maximum.

2 Practical classes: 20 alumi percourse, mexdmm. 15 alumi per

field practice, mexdmum.

3 ILanguages: 20 alumi per course, maximm.

4 Theoretical classes: 40 alumi per section, mexdmum.

5 Theoretical - Practical classes: 30 alumi per section, mesdmum.

In soe cases, these criteria are goplied, bt in others, the suojects

are aagested, or sinply, the studat falls badk, not having placarent
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APUZ distribution has always been overtaken by a cogested reality.
Trere is an agrearat, hbut it is mot fulfilled. Not being fulfilled, the
possibility of an increased student performence vanishes, this also
deperding an the professor / student ratio.

There has never been a sincere effort towards enabling the
aoplication of this agreement arnd tuming a cogested wniversity into a
nomal ane. But even if truly wenting to do so, this carmot ke doe,
precisely due to the educative systan’s aonception of the study program,
aswe earlier exposed.

Distribution prdolems

The absence of a distribution system impedes the vertical and
horizantal integration of the Study Program. In this sense, we doserve
the following prdolems:

Difficulty degree of the subjects

Prablers of subject distribution within the same samester without
taking into amsideration the degree of difficulty of each ae. This is
noted in the results. There are tines, specially ocourring during the
seventh, eighth and ninth semesters, when the student must course
finmal hib subjects which are generally the most difficult. This reveals
thet the Study Program is not vertically integrated.

Different dhifts

Shift distrilution is also a prdolem. There are cases in which the
students in arder to £il1 their sdhediled 1oed, take two ar three shifts per
day or per week. This overloads the student, affecting their performence.
Schedule coincidence is also doserved, there are even schools which
permit a mergin of coincidence of up to two or three hours per week,
without minding if the students are regular students or subject repeaters.

Inother prablem is the abrupt change of the dass schedule an behalf
of the professor once the semester has camenced. This disrupts
the student’s control. It is not that the schedile carrot ke altered, the
prdbolem is that it is doe in an individual mamer, rot taking the group
into account, ard seldom in an instituticnal mermer.

Also representing a schedule prablem is when classes are given at
hours which are not appropriate for study, such as:

1 Veryearly (7a.m.).
2. At nootime (12 noon to 2 p.m..).
3 Very late (9 to 10 p.m.).
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This is a prdblem for both resident and non-resident students. They
either carct arrive to class in time or they carct finish the class
because the wniversity transport buses that frequently represent their
anly means of trangport have an established tine for arrival / departure.
In this sense, there is a lack of coordination between class schedules
ard transport schedules.

Amount of subjects per semester

Even when the 1984 study program renewal established the
minimum amount of subjects per career (40 to 45), the subject
distribution per semester is still foud to e excessive. When the
University officially ammounces that anly 20% of the alumi succeed in
all suojects and 80% do not, this has a meaning beyond what is nommally
expected. This may indicate that students carmot handle four subjects
in a semester, due to a saturatiom of work in each subject.

To this, we must add the new study program units such as Guidance
and Auto-development. Also, the distrilbution of sdoject s according to
their study program area or hub is inadequate. This will e discussed
further ahead.

Arother sericus prdolem is the distribution of evaluations.

Evaluation Problems

There are also prdbolans in the distribution of subject evaluations.
In integral criterion is not goplied, all being doe in a scattered mamer,
This way, a student may e suomitted to evaluatians of dif ferant suoject
sin the same day, or the same hour, or successive evaluations each
week .

Likewise, evaluations are soretimes assigned for the following day,
without taking the student’s load into account. This extausts the student,
producing stress and has a negative effect on his performence.

Distribatio of the amount of work

Mostly in the later semesters, and especially in those subjects
sulmitted to continucus evaluation, we can doserve that students tend
to be assigned with numerous jdos in the same semester, this also
has a negative effect on performance due to the overwhelming
requivaement. Ad it is ot that we are agginst this. The high requirement
is joined by the uwrgency or hirry in executing and presenting the jdos in
(X > runer of days. There is not’ time for maturing.
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Space distribution

There is 1o criterion for space distribution of the alumi coursing the
subjects.

Alumi are distributed in dif ferent classroars for eath subject. A class
may not have been finished by a teacher when the student already
needs to dash aut to ancther classroam for classes with another teacher.
This is tiring, produces stress, axiety and causes diffiaulty in adgptation
a behalf of the student.

Ard this has to do with the Theory of Ieaming.

Tn effect, there is mo clear cowsprian of the leaming cycle. We still
think that if a subject has four hours, these nust be distributed two an
Monday and two on Wednesday. Doing the sare with all other subjects
Qoserving individual schedules from basic education to superior
education we see they are all distributed in the sare way . This is illagical .
Tt is very disperse. Ard being so, the aatinuity in the leaming process
in lost. There is o kegitming, no develoarent, 1o leaming ansolidatian,
and this again negatively affects student performence.

A dhange in the schedule or distribution of hours, or any of the
indicated prdolems, not anly brings prdolems of adaptation, ut leaming
problemns as well. Retroactive and prospective inhibitions can be
produced. In other words, a new learming situation mey millify the
previcus or the latter may rullify the new ane, causing adaptation
prdolars in the alumi. There is also little time for rest between subjects.

Discontimuity of semester execution

Another prdblem is represented by the discontinmuous marmer of the
distribution of class weeks. In sore cases, a samester in begmn up to
a month or fifteen days before vacations. This produces learming
praolems, since soretimes the interruption in the semester is so lag,
that the student is discouraged, or does not study, ar sinply fargets
what the teacher has taght. And we are not taking into accont the
periodical strikes that frequently care about and which also intermupt
the leaming cycle.

Bibliographical distriburiom

A ratigwl ard fair bibliographic distribution is ancther prdblem
affecting study program substance. Each teacher assigns the texts he
amsiders cowenient for his subject, without considering what other
teachers may require.
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In this way, sodats become congested with documents, guides,
withaat a scietific ardterion for the lecire ard lesmirg of this meterdial .
This hes its implicatians: thet the mejor part of studants do ot reed the
awont of texts, or that they do read than, but do not assimilate the
contents, therefore student performance once again being under

expectatians.

Excessive bibliagragy also coples up with the aost of texts, ar access
to informmation and the abrupt changes in bibliography mede by sore
professors.

Prablems in the disrlbibion of student’ s cdorts

Also a prablem is the fact that two or three student cdorts coe
tagether in a sirgle class, this factar causirg level differences in the class.
There are even students which course four or five suojects fran different
semesters. The deficient student ocohort distribution also affects
perfomence, especially in cases where the student confronts subjects
with a hich degree of dif fiailty, and far which be is not mentally ar evctiaally
prepared.

In oonclusion, distribution is a study program and menagerent praolem
requiring sciatific areriasto be gpliceble. The days when the Teaching
secretary would plan the entire distribution an his omn estimetes ard in
his omn office are gome. Now this plaming must be made in a teamwork
awvirament, uder specific criteria, with the Department Chiefs. The
following chart shows a list of the prdolems mentianed. (See dhart no. 21)

STUDENT PERFORMANCE

In the mniversity as in the atire Venezuelan educative system (there
are exosptians) a amcsption of student perfomence does not exist. A
saare often points is all that is required to pass a sdoject. In most cases,
the accumilation of knowledge is taken as the base for performence. No
official studies or taxaxary have been mede in recprd to the intellectual
capecities thet a wniversity stdat aould adhieve. Ealuetion is not dojective
but mece at the teacher ‘s criteria. Fran the point of view of the adhinistrative
cycle, an informatiom system permitting the measurament of the efficiency
of the Study Program before, during and after the gycle does ot exdst.
Average student performence per semester, per degpartment, per hub and
study program area is unknown

There may be a balanced Study Program, but if the Academic
Management does not forcefully require ard struggle for excellent
perfamence (75% ar more) then this plan is not being fulfilled.
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The information system provides all the data, both for feedoack of
the plan as well as faor its change. Ard this today is not possible.

Student performance presupposes the elaboration of an evaluation
Sub-program to ke applied on the Study Program and on all of the
institutions developrent areas. It carmot ke implemented in an isolated
manner, aily in an integral-holistic mamer. But we find nothing has
Ieen done to this partiailar. Once adgin it is demonstrated that the
education crisis is due to the absence of a system that can join each
educative sub-process.

PERMANENCE AND FOLLOW-UP

Permanence and follow-up of students is another develcpment sub
area that has not been structured within the university. There are no
cijtena for the student to ke able to ramain in the system. If he needs to
sucoeed. in ane subject, or in 50% of the total of subjects enrolled.

Chart No. 21
Problems dealing with alumni
and study program distribution

L Coincidence of subjects with an equal degree of dif fiailty .
2 Different shifts for corsing suaject.

3 CoincidIng schedules.
4, Rorupt change. in class schedules.
5 Classes scheduled at hours not adequate for study

6 Quantity of subjects per semester
7 Scattered class hours.
8 Semester evaluation distribution prdolers.
9 DistrToution of the runber Of Jdos.
10. Space distrilbutian.
11 Disoontiruity in execution of sevester.
. Text referance distribation.
13. Student adhort distribation.
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The problem became more complex af ter the sugpension of the Student
Evaluation and Performence Rules, a legal instrurent that gave a
student an goportunity of up to twenty years to graduate fram the
university, under the condition that he would succeed in at least ae
subject per semester. Now he may remain as long as he wishes. It
does ot matter if he sucoeads or fails, or if he receives the other student
berefits or ret.

If there are 1o criteria for pemmenence, then there are no criterda for
student performance follow-up. This posts a prdolem for the Academic
Management because adjustments to the formation process are
impeded. The Study Program becomes congested, maintaining a umber
of parasitic students that meke no engagement with the wniversity and
are chranic repeaters, filling the sarester envollment capecity year
Fter year.

A Study Program plan carmot be fulfilled when it enconters dif fiqiltbes
in its goplication. One of these diffiaulties is precisely the permernence
/ follow-up process. The laer a student renmins in the institution, the
higher the costs, dojectives fail ad the Study Program is neutered.

BEHAVIORAND DISCIPLINE

There is a false thought that youths do as they wish in the wniversity.
That they are respansible of their omn acts. We will not discuss this,
but we doserve routine behavior pattems ard attitudes in alumi that
& fect not anly their owmn developrent, but also that of the Study
Program.

We see bad habits in dressing, walking, sitting down, in interpersaal
communication (when they use a vulgar, ai of place slarg) . Discipline
norms are not respected in the classroom and school halls. We even
have cases of disrespect against teachers.

These prdblams are not only doserved in students, ut in the rest of
the university commity as well.

Trdiscipline arnd kad behavior are dostacles for the gpplication of the
Study Program in the measure that they constitute extra-social and
extraacademic noise and pattems.

We are not praposing a military discipline or that of a blind doedience
of the teachers, we sinply ask for a nomel, fresh, socially acceptable
behavior that enables integration ard socialization, permitting nommelly
occurring agreements and disagreements.
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But this sub-area has not been designed, nor have we established
rules for them. We should meke a diagnostic of comumnity values in
order to ke able to meke proposals and guidelines for models of behavior
RECOGNITION AND PROMOTION

We have indicated that we are before an intellectualist or
academicist community, it not an intellectual or acadamic ae. Until
now we have not been capable of introducing the area of student
recognition ard provotion within the routine formetion process. If the
student is an excellent ae, 1o ae awerds recognition for this. If the
student has an under average or far below average performance, there
are no sanctios.

Tt is true that IIZ awerds a prize for the best research project, for
the best grade point average per career, best grade point average per
period, and even has an Honors Roll and awards special diplamas to
students succeeding subjects with 18,19 and 20 point scores. But
these awards are extemporanecus or are issued out of context.

Recognition must be direct and immediate to a students’ success.
Tt must be awerded by the authorities of the school in which the students
courses his career and within the commumity where he moves about.

An after date acknowledgement made in a community where no
ae knows the student, looses its motivaticnal effect. This occurs due
to the centralizing rature of our acadamic structures.

INSTITUTIONAL INFORMATION SERVICES

This sub-area comprehends the information that university
dependencies (faculties, schools, departments and classes) must
provide to the student at an academic level, such as: grade point
certifications, study program and guidelines in general.

This sub-area is not structured in a way that it can aid the student.
It a gzeral level it is catralized ard is of little use to the alumi. For
example, the Studies Control Service, which is a service that shauld
ke provided at scheol level, is aut of the scdhools.

Even if the Humanistic campus does count with student attention
services, these are inefficient.



284 Boo (UAPTER XII

Teaching Secretary Of fices are rnot prepared to assure this subarea,
ad this is even more difficult for night chift students. This without
amsidering the way the student is treated.

This situatio af fect s the plans ef ficiency ard ef ficacy, because the
dosence or poor status dees not permit us to assess the reality of
student performance.

SCIENTIFIC INFORMATION SERVICES

This sub-area is mede wp by all libraries, docurent archives, science
collectians, bodk shops, etc., is totally depressed. These sexvices do
not couple with the requirements of a wniversity study program. There
are no periodic investments in this sub-area. On an average, these
services are ten years behind, in an academic context where knowledge
Iecores dosolete an an almost manthly basis, at an intermational level.
Due to this, ocur students carmot carpete with students of other capital
regions of our hemisphere.

The problems of this area affect study program efficacy and
e ficdlery, ad therefore, have a necative and divect ef fect an student
ard institutioal performence.
MAINTENANCE AND HYGIENE SERVICES

The educative institution seams as if it would have been built for
machines and conputers, and not for human beings.

Bathrooms, water fountains and living spaces are absent. Those
that exist are insufficient to attend the mumber of users. Daily
maintenance and cleaning of classrooms, halls and coffee lounges is

also poor .

Adequate maintenance and hygiene factors favor study program
develogrent as they provide minimel coditians for biologic and ghysical
adaptation, and the absence of these factors, as in the case of I, is
unfavorable for these purposes.

HEALTH SERVICES
The Uhiversity recently began providing health services:

hospitalization, surgery ard metemity. This represents progress, yet
user controls need to be implemented in order to know who is receiving
these berefits.
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TRANSPORT SERVICES

Zuha State University (LUZ) possesses the stae’ s largest transport
fleet; it just as the previausly mentiaed aress, it is not really stnuchared;
this area, as well as the lunch halls, should be provided to alumi through
assigned scholarships.

A diagnostic should be made in respect to these services, to know
who they most benefit. ft would be productive to know who can provide
additioal cogperatian.

The author considers that the investment in transport carmot exceed
the investment in instruction resocurces and teclnologies, which are
strategic in student fometion. The investments in the latter are
minimum.

SATISFACTION AND ADAPTATION TO THE UNIVERSITY
ENVIRONMENT

The study program’ s atamized nature and personally oriented values
that predominate in society are equally reproduced in the wniversity.

There are no social sub-areas that permit the dynamic adaptation of
alumi, such as squares, social halls, individual guidance. The absence
of these factors, affect study program develoorent and performence,
because a student that does mot develop a wniversity life is not in
coxditions to assimilate the contents of a study program.

LEVEL OF EXPECTATIONS

The student’ s gpinion, what he would wish to change, or modify, has
never been taken into account. The rationalist model of education
impedes this. ZAn area that oosiders the student’s expectatias is
needed for the study program to be more socially effective.

SCHOOLADMINISTRATIVE-MANAGERIALSYSTEMS

None of the schools counts with a functioal Administrative-
Managerial system. There are no organic and coordinated processes
of research, plamirng, orgenization, inplementation, resource direction,
amtrol and evaluation.

The absence of this area impedes study program develcpment, since
the latter would always function in a disarticulated mermer.
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Tlustration No. 19
The School system and Plannig system
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Plans becore de-phased in time. For exanple, as of 1984, these
have not been evaluated. After the first five-year gle, these plans are
o lager of value because their useful life was estimated for a single
goplicatian, ae adninistrative cycle, in this case, five yesrs.

Also, study program plans, which are strategic plans, do not have
correspandence with the sectional plans that must be applied at
Jepartment level.

The anly link between study program plans and their gpplication are
the class (or subject) programs, and these have only short term
goolicatians (ae sarester), therefore they could never serve to evaluate
a strategic plan.

Plan application must e acoarpenied by direction processes, efficient
resQurces, as well as by periodic ootrol and evaluation mechanisms
thet o ot exdst.

The absence of an academic administrative system produces a loss
of the notim of time, ard inpedes that the intermal variables of the
institution e subomitted to a cotrol; for this reasm we have students
that not having failed in any subjects, still take seven, eidht ar nire years
to gradiate.

PROPOSALS

1 Toestablish geeral, amsolidated sdhool plans, for five-year terms.
These plans would ke coordinated by the School Director.

2. To establish sectiawl, department consolidated plans, with a
meximum duration of two and a half years. These would be coordinated
by the Chief of the relevant Department.

3. To establish class consolidated micro-plans with a mexdimum
duration of ane semester, these plans would’ be coordinated by the Chief
of the Class. (See illustration No. 19.) Regprding besic educatian, a similar
aporoach would be applied: the entire plan lasting nire years; three years
for each ae of the three levels, ad ae year for each program.
PROPOSAL RELEVANTTO THE EVALUATION OF THE LEARNING

PROCESS AND INSTITUTIONAL EVALUATION
Preliminary situation
There are o antenons defined for institutioml evaluation, the main

reason being that there are no systematically designed develooment
plans in existence.
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Chart No. 22

Institutional Perforammce Standards
ALUMNI ACADEMIC PERFORMANCE STANDARDS
(Using a quantitative scale)

A. Standard for approving a study program unit
1. The wniversity requires a minimm score of 10 points and a macmm
saore of 20 points far a student to goorove a subject.
The prablem m that thm establishes a 50% performance standard.
2. There is a proposal to require that the perfarence standard for a
wmiversity student nust e 20 points, due to the high respmsibility
imvolved in the professianl exeaution in ary specialty .
3.We propose that a range ke established in the performance standard.

Defficient ar minimm............. Less then 65%
o 13 poirts)
(60 w1115 1 A Betwen 65% (75%) and 85%
13 points (15 points] to 17 points
5@ 1< o o Betwaen 90% ard 100%

18 to 20 points

Optimum may also be between 70% and upto 90%. In this case the student
approaches 75% of the proposed dbjectives. Complimentary exams may be
provided to achieve the dbjective.
In cases of low perfommence subjects, it is recomended that the standard
e established accordng to the results of the five last academic periods.
Parting from this averege, I a2 points may be increased in the following
semesters.
4 Proposal number three & complimented by establishing a standard
d excellence in those subjects thet meke up the general dojectives of the
fomatio plan ardfor professianl profile plan.
5 I is recommended thatashort, middle and long-term strategy be
designed to achieve ideal standard. In thiswsy, the first semester may require
55% as the optimum standard (11 pcs.), the next samrester will requre 65%
13 )
and so on.
Sare researchers prder to apply a three item qulitative scale:
a. Unsatisfactory: Required knowledge not acguired.
b, Approved: Proposed objectives were achieved.
c Excelente The student achieves the proposed dojectives and is

able to transfer and apply the knowledge obtained to

cases suggested by’ theprofeesor, by his on initiative.
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The university fundamentally evaluates the learning process.
Notwithstanding, no defined criterians exist within the Departments,
less still in the Uhiversity. In this way we have sore teachers that
evaluate program contents lbased on the classes given and texts
assigned. Other evaluate an a per dojective kesis, but the criteria for
the formilation of these do not follow a standard, following different
typologies of knowledge; other teachers evaluate not anly results, but
the student’s formation process.

On the other part, leaming process evaluation is mede anly through
the coursed subjects, the score achieved serving as indicator.

Proposal

If the fomation we pretend top achieve is integral, then evaluation
must also be integral. Or said, evaluation must take place not anly

through the subjects (study program units) but throughout the entire
fometion structure.

Each school must agree certain evaluation criterions, even if
provisianlly, when attenpting to evaluate results, processes, or both,
arnd in what proportians.

Alasic requirenent of acadamic evaluatio is that the final dojectives
of any level of formation must have been previcusly formilated, as well
as the performance standard to be achieved according to those
dojectives within a determined cycle.

Qojective formulation presupposes agreeing on a knowledge and!
ar attitude typology .

Performance standards (St-R) may be minimum, optimum and
exellatr. To goprove a study program wnit (subject) the student is
generally required an optimum standard.

Performence standards nust ke flexible, not rigid. In this sense we
have that with the optimum level, we have minimum and mexinum
rarnges, i.e.: if a student achieves the minimm within the gotimm, he
aporoved the study program unit and it is considered that he has enough
knowledge to take an his profession or area of study.

h charts 22, 23 and 24 we doserve the criterions used to establish
performance standards.
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Chart No. 23
Institutional Perforamance Standards

ALUMNI ACADEMIC PERFORMANCE STANDARDS
(Using a qualtaUve scale)

B. Advance or scholar prosecution standard

1 The schools establish the number of study program units that
must be taken by the student in each academic period. This Is
established as per pedagogic, psychologic and scientific
fundamentals (efarirg to the ootents of the career) . A subject
grade df fiaity may be established per semester.

2. The schools proceed In establishing the prosecution standard.
Number of subjects to take:

5 4 3
Defficiat............. Oof5 Oof4 Oof3
0-1-20f5 1 omone I aaoe
Qooimm............. 3/5 3/4 2F3
4/5 2/4 1/3
Beellat...o.e........ 5/5 4/4 3/3

The student must achieve an gotimm level in order ot remain active
inthe institution. The institution may establish reincorporation
methods, from offering the students the ggoortinity to take remedlatlon
courses faor a determined number of semesters and qualify for re-
enrollment.

Tfa student approves 50% of the academic requirement he must submit
a medical justification or equivalent for Judgment of the Academic
Performance Board.
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PROPOSAL RELEVANT TO THE STUDY PROGRAM STRUCTURE
PRESENTLY IN EFFECT

Proposal A Adjustment of present process.
1 Adequate identification of the career s professianl profile.

2. Identify the study program areas are included in the study
program in each school.

3 Identify the study program hubs of the career.

a Identify weight in hours of the programmetic hubs.

b Idetify weight in hours of subjects.

4. Elaborate performance control charts per each subject, study
program hubs and study program areas.

Chart No. 24
Institutional Performance Standards

ALUMNI ACADEMIC PERFORMANCE STANDARDS
(Using a quantitative scale)

C. Institutiamal perfomence standard according to the alumnrs academic
performance standard.
Standard Institutional Level
Arriadlar Hub D.partament School
Uhit

MInimum

Optimum 65% to 85% students approved the grade point average
during a period
Excelent

If the School establishes institutional performenos standards, it must also
adequately structure it”s academic and administrative orgenlzatlan. Especially
the first moments emphasis must be muds on the ares of professor
develogrent There are regulation. for establishing institutional performence
gandards, such as the the LUZ University Coucil & Professor”s Association
Agreement
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5 Performm a performence diagnosis, identifying extermal and
intermal factors affecting same and initiating a contimuous adjustment
process. A cause-ef fect diagram is recamended. (See illustration
ro. 20)

6 Suggest progressive changes in each hub, begimning with the
subjects with the lowest performence.

7. Establish a horizantal and vertical coordination that ensures
study program plan ef ficiecy.

8 Minimize the student distribution prdolem.
Proposal B. Progressive changes to the present process.
1 Adequate identification of the career ‘s professiarl profile.
2. Identify the study program aveas that are included in the study
program in each school.
3 Identify study program hubs of the career:
a Tdentify weight in hours of the progranmetic hubs.
o) Tdentify weidght in hours of suojects.
4 Define the career’s persaial and academic profiles.
5 Decide study program structure per areas:

a Assign a mumber of hours and subjects that guarantee a
balance.

6 Decide the study program hubs of the career:
a Assign a rumber of hours and subjects according to their
strategic importance.
7. Update the control chart of the student develooment area and

according to critical knots, meke adjustments as required in the
process.

8 2Mn initial or fimal diagnosis of each sub-area must be mede so
as to have a base for the changes that must be made.
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NEW EXPERIMENTAL STUDY PROGRAM STRUCTURE FOR THE
THIRD MILLENIUM UNIVERSITY
Study Program design
The profile

Desion a profile in a coordinated and integrated mermer enhances the
develogrent ard definition of the student’ s daracter ard persanlity, &
well as his cgpacities for research ad professiaal action in berefit of
society ard hineelf as a social irdividal.
Study program structure

The study program will e structired an five hibs:

The first hib oriented to persanlity fomation and the develogrent of
amalytic and resesrch capacities.

The secad hib is directed to persorlity fometion and the develgorent
of an adgptive, section ardented ard integrated professiaal action practice.

The third secadary hib amsists of informative subjects nourishing
the main hubs.

Tre fourth hib axmsists of comnseling and guidance, reinforcing or
modifyirng behaviar ard social values in the student; also, as an instituticsl
charmel providing the solution of sccoial adgptation pradolens.

Tre fifth hib is mede W by soarts, dysical ad alltiral activities adeated
to the develgoet of the persarlity in ewirans different then science,
but thet are equally useful for the sbdat ad far society . Study Program
Process

First Year
1. Mein basic hib I, axstituted by:

a. In-Plan fometion modile. In which the student will ke in the capacity
to explain the develogrent plan which he must course. He may establish
modifications, the sare as teachers.

b. BEpistemological-methodological formetion module. The student will
know ard explain the axdologic, gnoseologic and anthologic furdamentals
of science in geeral, ard of the career he has dosen. He will acquire
dominion ard gkills in basic tedmiques, tools and procedures of frequent
Use inhis caresr . He will inmmediately perform professianl action .practices
that will assist him in his adgptation to the labor eviramatt.
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c. He will receive, as required, comseling and guidance fram his on
teachers. He must also develop in the areas of gports and our omn folk
altre, in awy that he lives the raoresatation of ar reslity .

Second Year

In the secad year, the student will follow his develgorent in mein hub
ro.1 with a sectiaal fometion workshop (I) referring to the develcorent
of the aplyst’ s profile in a saction ar field within his career . This will ke
carplimented by two modules: ane dedicated to the revision and update
of metters already studied; and the other, dealirg with the relevant
institutiasl evaluation. The latter seeks to evaluate the degree of the
student’ s progress, the ratio of correspodence with the developrent plan
ard the sccial ad scientific reality of the moment.

Likewise, he will begin the infomstion hub, through subjects. Through
this hib, the studat will receive all the scietific knowledoe required far
his integral fometion. He will follow with the ks of comnseling, guidance,
goorts ard adlture.

Third Year

In the thirdyear, the strategies and study program process of the secad

year will e repeated, it will include new elavents.

Forth Year

The Integral Formation Workshop T is introduced in the main hub. The
studert will acquire leaming of the research ewirn. Review ard evaluatian
modules follow, as well as comnseling, gquidance, sports ad allture.
Hfth Year

The student follows the sare strategy and study program of the previcus
year. Firal Professiasl Action Practice is added which will allow for the
develgorent of leadership in the relevant career. (See illustrationro. 21).
Study regime

1. Presence strategy will e used.

2. CGareer will last five years.

3. 20 hours per wesk of sdhedile 1oad, will e coordinated by the relevant
professor
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4  Alumi practice will ke pwvileged (direct ar indivect) .
5 Each daily wark sessicn will last for aotinuous hours.  (with bresks)

6. Ahorizontal and vertical coordiration of the hues will ke established
in order to avoid coincidence and excess work.

7. The develcpment plan will comprehend 20 to 25 study progrem
uiifs.
8 Modules and/or workshops will have no more than 20 students.

9 The new study program structure must deal with the axdiologic,
gnoseologic and anthologic dimensions of the foreseen leaming thene
ar~ ad the relation of sare with the develaarent plan, the student, the
teacher ard society.

10.Review ard evaluation modules will be applied before, during and
after the sectiawl and integral workshops and other study program
components.

11 Integral teadhers will ke fomed ard their fudarental role will be to
ease student leaming, as well as to pramwte humen values that elevate
mankind.

12.Academic Managers will be formed.

RESEARCH AND STUDY PROGRAM
Today’ s prablenstic situation
Until now, much talk has gome into the need of coordinating and

integrating resesrch ard the study program; yet this has never been
possible. Wy? We can acknowledge at least three or four reasms:

a The Stuwly Program is rigid. The criterio of fledbility wes
incorporated to the plan in 1984, both in regpect to pre-requisite suojects,
as well as elective suojects. Despite an this, the study program ramains
the sare. It has not dhanged. We still have a dwaowlogical amosption of
the fometim plan. This ansists of supposing that true education begins
with the histary of all of the aress within a career. This impedes the
incorparation of new issues. Also, each subject is assured as a carmponent
of the stbudy program that nust be known by all the alumi. If this is so, the
incorporation of new knowledge becomes dif fiailt, far there isTovacacy .
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Tustration No 22
Academic integration and coordination.
Manager as bonding links
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h Ancther reason is the nmature and types of research made by
professors and research units. There are cases in which theres are
phased cut in respect to immediate requirements, such as research
prdolems oriented to basic or pure research that do not have a demerd at
the moment. At the sare time they cammot ke discussed, due to the fact
that we do not have a amnstituted scientific comunity.

We also have the cases of lag-term research mede by authors without
a aayxise proposal.

c The third elerent to cosider is the absence of a menagement
staff thet can trily integrate teaching ard research. Qur staff is not irvolved
in the acadamic process, since they are basically process lddoyers, or
are ot prepared to menage the scientific and social processes within o
educative institution. Due to the lack of menagement, ocur primitive
arcpnization will never be able to establish a relation between any aress.
This is the reasm far the axstant isolation.

d Tee forth factar is the ladk of trust and recognition between the
mendoers of the argpnization. The predaninant allture is that fareion quality
the Uhited States. Text referances are fareign, this inpedes integration
under any scheme.

Proposal

To integrate research with the study program we need to change the
paraneters actually being implemented. In this sense we propose:

a Tt the study program e truly flexdible. That new issues be admitted
to the study program via elective suojects, program restructure or through
the cawersion of the dravlogical anosption of the study program to a
pradolem oriented oonception taking as reference updated career issues.

h That research e oriented to the study of updated career pradolars.
c That menagement becares scientific and not empirical.

d That the comunity ke more aonfident of itself and our o values.
Exanple of integration and coordination

In illustration no. 22 we doserve an example of integration and
coodiretion. A professor produces a level upgracde thesis. The product
reaches the hands of a middle menager (School Director and/or Research
Center Director) . The management immediately makes an
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act of acknowledgement to the professor, as an element of motivation
for having doe the jdo. The jdb is sent to the BEditing and Publications
Department. The product is received and distrilbuted similtanecusly to
the Study Program. The text product is incorporated as a bibliography,
theme, a new issue or new subject (dolicatory or elective) . In this way
we antrilbute to the fomation of a future professiaal.

The job promtion event may be immediately made, in a way that
these be incorporated to the university’ s adltural berk. Textbook sales
may also be promoted.

Formation courses for new teachers are also made with the professor
ard his recently published book.

Firally, the changes have repercussion in the social development
area, due to the fact that an irmovation has been mede at institutical
level, -ard thanks to an effective menagament, we achieve institutional,
professor, alumi, and management development as well as general
social development.

This is possible if every dependency, when structuring its
development areas, provides internal services to the other
dependencies. Today it is impossible to integrate teaching with research
because the schools and research institutes do not subomit their
necessities, nor do they amsider intenal services. e
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AN ORGANIZATIONAL, ACADEMIC AND ADMINISTRATIVE REFORM PROJCT FOR THE UNVERIV - .2 97)

CONSIDERING

1 That the Venezuelan State acknowledges and confers autonomy
to each region through the Bolivarian Constitution and the Organic
Iaw of Decentralization, Delimitation ard Transfer of Public Powers
(approved 12-20-89) ;

CONSIDERING

2 That the Venezuelan State, stipulates tlrough Article 5 of the
Orgenic Law of Education (approved 07-09-80), that the educative
system is founded an the principles of unity, coadinetim, vigoility,
regiaulization and imovation;
CONSIDERING

3. That the Venezuelan State, through the Bolivarian Constitution
and Article 9 of the Iaw of Universities (gporoved 08-02-70) , aanfers
state universities with orggnizatiaml, acadamic, administrative,
economic and financial autonomy.

CONSIDERING

4 That the thiversity Gouncil has the power to dictate the relevent
intermal rules. (Article 26, rmineral 21 of the Iaw of Uhiversities);

CONSIDERING

5 That the Faculty Assenblies have the attribution of proposing
before the University Council, through the Deanship, the reforms
ad initiatives that it dears cawenient for the better functianing of
the Faculty (Article 55, Nureral 4 of the Iaw of Unhiversities).
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CONSIDERING

6 That the present orgenizatiamll structure of the university
results in a centralized practice in the measure that it is the
University Council and the Rectorate authorities those which
ultimetely lecplize all strategic, tactic and qoerative decisians of
all ten faculties, their canmpuses ard central dependencies.

CONSIDERING

7. That the centralization of decisions and functions produces
the following consequences:

7.1. Delay in the aporoval ard execution of policies arnd plans
for each Faculty and the Uhiversity in general .

7.2. A discouragement in University middle and line directing
staff menbers due to the fact that they are deprived of,
ard therefore, lack power of decision.

7.3. A lack of knowledge in respect to the strategic and
functional positions of schools, institutes, research
centers ard postgraduate divisions.

CONSIDERING

8 That the LUZ Faculty of Economic and Social Sciences,
through its Academic Management Program, has produced
knowledge and organizational proposals for the improvement of

CONSIDERING

9 That the IUZ Faculty of Humanities and Education, through
its Deanship, the Plaming Direction ard the Divection of the Scdhool
of Education, as well as the IUZ Faculty of Economic and Social
Sciences, through its Faculty Council, Deanchip and Enterprise
Research Center, has been implementing the HAGALUZ
Administrative and Academic Management system.
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CONSIDERING
10. Tre favarable goinian in respect to the viability of the
HAGAIUZ system on behalf of the new Deans of the Zulia State
University (IUZ) ard the Academic Vice-Rectorate.
CONSIDERING

11 That o an intematical and natioal level, there are presently
a growing amount of successful processes focusing an the political
ad functiawl decentralization of private I public orcpnizations
(specially educative orcpnizatians) .

Said processes permitting:

11.1.The valuation of men as a social actor who is respansible
for his omn history .

11.2. The thorouch participation of the entire university
cammnity in taking decisions that affect the lasic
academic level.

11.3. Lesder legitinecy as a faithful expression of the divect
will of the commity in which they act.

II' SAGREED

Iticle 1. To apply the experimental praposal for restructuring the
organizational, academic and administrative environs of the
universities, also denominated Proposal for Educational
Decentralization.

Article 2. To decentralize the functions and academic,
administrative, orgenizational, econanic ard financial aftrilbutions
of the University Comncil and of the rectorate authorities yom the
faculties, schools, institutes and research centers and graduate
degree divisians.
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Article 3. Tre following functians are assigned to the Thiversity
Council:

1 Toguice the wiversity’ s acadamic policies.

2 To consolidate faculty development plans in accordance to
scientific, tedmical and adninistrative agoroaches, with the parpose
of uilding the ecaanic, tedmical and social viability of said plans.
3. To approve minimum and conmon organizational and functioning
moms far the wniversity which allow the goolication of Article 2 of
these reforms.

4 To aporove the (ollective Waking Agreements of irstitition
persamel by consensus.

5 Uhiversity Gouncil will maintain the aarposition established in
Article 25 of the Iaw of Uhiversities.

Iticle4. The Cantral Executive Council is aostituted by the Rector,
Vice-Rectars, Uhiversity Secretary ard the Faaulty Deans, and it will
have the following functians:

1 Provide tedmical and logistical sugecort to the faculties
axsidering the efficiet exeaution of its policies and develcarent
plans.

2. Prarcte the intermal ard externral acadamic quality level of the
uiversity .

Article 5. Central deperdencies ard directiaons are meintained as
service ard support wnits far each faailty.

Single Paragraph: The orgenization and functioning of these
deperndencies and directians will be ruled by a special nommative
accarding to the principle of decantralization.

Article 6. Each faculty and respective canpuses are assigned with
full astaany ad resoxsibility to dewelgp effectively (fulfilling the
proposad dojectives), efficiently (conpatibility of resomrees and social
tedmical processes with the foreseen and achieved dojectives) and
in a socially effective mamer (resolving actual and potential
recessities of Venezuela ard each region where the wniversity is
active), each ard every instituticml develoorent area ard sub-area
forwardly mentioned:




AN ORGANIZATIONAL, ACADEMIC AND ADMINISTRATIVE REFORM PROJCT FOR THE UNVEMIV - 5 977

1 Student developrent area (sub-areas: selection, admissian,
distribution, formmation, performmence, permmenence and follow up,
behavior, discipline ad pranctian, scietific infametion services,
institutiaml infometion services, maintenance ard hygiene services,
health services, trangport services, food and clothing services,
adeptatian, expectation levels) .

2 Teacher development area (sub-areas: selection, admission,
distribution, fometio, rotatio, perfomence ard production, work
compensation, acknowledgment and promotion, scientific,
adninistrative ard logistic sugoort services, offices, wadkdrng ewirm,
bealth services, living querters, social welfare, satisfaction, wark
adaptatian, expectation levels) .

Scientific-ailtural develcorent area.

Social develgorent area.

Executive staff develogrent area.

Labor persamel developrent area.

Academic managers’ development area.

BEducatianal assistants’ develcprent area.

Specialist ¢ developrent area.

Singular develgoment area.

Administrative services develgorent area.

Academic services development area.

Material resources developrent area.

Financial resources develgorent area.

Goods and equipment development area.

Surveillance and safeguarding develooment area.

ILeggl advice developrent area.

18. Persarel social protection develoorent area.

19. Atmosphere and space development area.

20. Socio-political and labor unian develoorent area.

21

2.

HEGhEBRBREBY®I0 e W

. IAdministrative and organizaticnal subsystem develooment area.
Comunication and information systems development area.
Single Paragraph: According to the dynamics ard specificities of
each system, these will merge or broaden and constitute new

development areas
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1

2

3

Article 7. Each ard every developrent area will be duly menaged
and guided according to the following menagement sub-processes:

Trvesticption
Plaming
Organization
Execution
Tregallation
Directim
Motivation
Leadership
Conmmunication
Control
Evaluation

Single Paragraph: The Academic Manager, accadirg to the diagosis
of the particular situatians, will inplement the most cowenient
menagement sub-process, conplying with all of these by the end of
a determined academic process.

ArtIcle 8. The arcpnization of each faaulty is restructiwed according
to the following model :

Faaulty Assembly.
Numerals:

I= tonmeral I of Article 55 of the Law of Universities.
2= torumeral 2 of Article 55 of the Law of Uhiversities.
3= torumeral 3 of Article 55 of the Law of Uhiversities.
4= ggorove the refomms ard initiatives judged to ke
most cawvenient for the better perfomence of the
Faaulty .
Faculty Co-Govermment Integrated Council, same as Articles

58,60,61; Article 59 is modified; AcademicAdministrative System
directors will assist to sessions ard have nght of speech ard wote.

Directive or Executive Faculty Camittee.
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4. Fundamental academic-administrative systems, made up by:

- Pre-graduate schools.

- Institutes and research caters.

-  Graduate degree divisian.
5. Integrated administrative and acadamic service sugoort units at
the level of Faculties and fundamental academic-administrative
systems.

6. Labor unians / guilds, political parties ard groges, as well as other
organizatians that cogoerate in faculty develgorent are recognized.
ArtIcle 9. The fundamental academic-administrative systems are
the iversity’s core systars, ad they nust ke dole to efficiently
ard effectively manage the develgarent areas of their carnpetence.
Article 10. The fundamental academic-administrative systems will
ke organized acoording to the following model:
1 The relevant Fundamentd Academic-Administrative System
assembly. Will ke ruled analogously by artides 52,53,54,56 ard 57
of the Iaw of Thiversities.
R this case, Artide 55 of the Iaw of Universities is amslogically
assumed.

a Elect the Directar.

bk Elect the Secretary.

c Acknowledge the Directors and Secretary’s Report.

d

To goprove the reforms ard initiatives it Judges cowenient
for the improvement of the Faculty.

2. Co-Govermment Integrated Council (of the School, Research
Center, Post-Graduate Divisian, etc.), which is coposed by the
School Director, Searetary, Chiefs of Departments, five professar
representatives, ane graduate representative arnd two alumi
representarives.

3. The Executive Committee is composed of the Director, the Ghiefs
of Departments (or Prograns) ard the Teaching Secretaries.

4. Departments (and/or Sections) .

5 (lasses (and/or Projects).
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Itlcle 11. The functions of the Co-Govermment Integrated
Councils of each Fundamentd Academic-Administrative System are:

1 After previcus diagnosis, to design, discuss and approve the
relevant consolidated institutiaml develcgrent plan.

2 Approve the minimum organization and functioning norms
required.

3. Control and evaluate the execution and resilts of the relevart
sectioal plans.

Itlcle 12. The functians of the Executive Comiittee are:

1 Provide tetlrucal ard logistic support to the Departments,
befare, during and after the relevant academic~administrative
cydes.

2. Implement the development plans of the respective
instances.

3 PApply the development plans.

4. Coordinate the execution of pdlicies, dojectives and general
plans.

5 Coordinate and integrate the styategies, means and resources
(meterial and firencial), regquired far the gpplication of plans.

6 (pordinate and integrate human resources.

7. Motivate the persomel.

8 Jointly, with the Co-Goverrment Integrated Council, exert
instititicel axtrol 0 as to maintain the academic process
athve.

9 Jointly, with the relevant Co-Govermment Integrated Council,
perfam instititiasl evaluation, so as to improve, strengthen and/
or meintain the foreseen processes and plans.

10. Compile and consolidate the partial and final results of
theacademic-administrative process.

11 Sumit to the relevant Co-Government Irtegrated Council
the partdal and final results of the process achieved in a
gpecificmanagement cycle.
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12.Resolve anflictive situations arising in the menagarent process,
13. Maintain the wniversity cammnity informed in respect to the
processes, activities ard results of the correspodent instance.
Article 13. The Departments are orgenized as follows:

1 Department Assably (composed by all ordinary professors) .

2 Department Council (composed by Class Chiefs Departments
Chiefs)

Article 14. Department Assenbly functions are:
Zralogous to those of the relevant academic-administrative system.
Article 15. Department CGouncil functions are:

1 Design, discuss and approve department development plans (in
regpect to acadamic-administrative system plans, which will ke
referred to as ~sectiaal develaarent plans))) .

2 (bordinate the execution of the secticwl developrent plans.

3. Cmtrol ard evaluate the results of the acadamic-admninistrative
process, as well as the process itself.

4. Motivate the departmat’ s persarel. Article 16. Class functians
ae:

- Design and approve the relevant institutional develooment
programs.

- Execute the programs.

- (Omtrol ard evaluate the programs.

- Motivate Class persarmel.

Article 17. The Classes will e axstituted by:

-  The Chief of the ass, ad

- The Class Assembly.




29) Boo (HAPTLR XIII

Article 18. Course functions are.
- Execute subject programs.
- Motivate the students.

Control ard evaluate course developrent, both at learning level
as in resgpect to the other factors irvolved in program develgoment.
Irticle 19. Tre following requisites must be fulfilled in arder to
apoly this proposal :

1 The Faculty assarbly will agree an which will be the project’s
pilct sdool.

2. The organizational structures proposed in this reform must
e amnstituted at the level of the acadamic adninistrative systars.

3. The relevant directors will receive the training and cansultancy
they require in the area of Academic Management. This mission
must be accarplished by the Academic Management program
of the Enterprise Research Center.

Irticle 20. This experimental proposal will be coordinated by the
respective Councils and Committees, and will be applied during
a three year periocd, as of the beginning of the relevant
adninistrative term.

Uoan caclusian of the lapse ard after evaluating the results, the
fimal proposal will be mede.

Article 21. Al Articles of the Isw of Universities, as well as all
norms, resolutions and agreements not negatively affecting the
articles of this refom are in full effect. €
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CONCLUSIONS

1 The following grave praolems served to demmnstrate the crisis of
the Venezuelan educative system’ s arganizatiawl paradigm:

a

o}

Rupture of legitimacy.

Lack of power of decision in middle and base management
legls.

Command unit rupture.

Academic-administrative command functions are not
delegated, whilst consultancy functions are.

Control line rupture due to an excessive line of
menagement and concentration of power at central level.

Anbiguity and non-definition of nommative, strategic and
executive powers.

Disperse space structure (lack of a comending visual
lirg).

2. The previous prdblems:

Hinder the University’s integral develgoment.

Produce perverse effects on motivation, adaptation,
socialization and behavior of each and every comunity
member, includirg the authorities.

3. The Educative organization’s prablems correspond with those of
the crsis of the alltiral paradigm of modernity . The latter ‘s postulates
based aon instrumental raticmality end up forgetting men hinmself, degpite
of the efforts made in the investment and tecdlmological develgarent.
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4 There are twelve university management models that were
identified which are related to the existent inefficient orggnization
structure.

5 There is no human resource management. In this sense, there
are ro policies or coordinated actians for the fometion, distribution,
rotation, performmence, production, acknowledgment and promotion, and
teaching and research persamel services, this fact affecting not anly
the motivation and productivity of this persarel hut also in overall
university performence.

6 We explained that the university anflict is worse in its evolution
then in its arigin, de to the fact thet the authorities do not cort with an
integrated management system that would permit them to foresee these
aaflict s in a timely marmer.

7. A Management Research system enabling decisions to be taken
uder coditians of certainty does not exist.

8 Even if assuming Strategic Plaming, the university lacks a
plaming system that adapts to the needs of the academic teaching
base.

9 We demmstrated that it is inpossible to gpply the political ard
philosophical conception of the integral study program, due to its
encyclapedistic, atamicist and scientificist structuare, thus indicating that
today’s professicnal formation in not achieved through the mere
accunulation of knowledge acquired from an amount of subjects that
are coursed in a separate manner.

10.We demonstrated that the lack of study program management
neutralizes and impedes its execution, also affecting student
performance. @
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RECOMMENDATIONS

1 To apoly the Holistic Huenistic Administration and Academic
Management System in each and every dependency within the
Verezuelan educative system, specifically in the wniversities.

a

Aoplication will ke gradual, kegiming by implementing an
instituriowl cotrol tlrough which a general vision of the
processes and institutional development areas may be
acquired. According to the prcoblems detected, those
considered as urgent by the relevant academic comumnity
will e boarded.

2. The proposed system is based on:

a

The development of humen and academic quality of the
participants, ke these students or professors, enployees or
lay workers.

The change and experimentation, in the decentralization of
the power of decision, in which the academic bases decide
their own developrent, without losing from focus the common
mission and the integration of the whole educaticnal system.

Intermal develgoment must be holistic, total arnd integral.

There must be a continuous movement of academic and
dninistrative quality.

The system is based an the mutual trust of each and every
participent, this without forgetting to inplarent the aontrols
and perform pericdic evaluations.
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3. The dbjectives of the system proposed are the social
e fectiveress, ef ficacy ad ef ficiency of the university .

4. A milti-pyramidal, escalatory and link banded organization
structure is proposed.

5 It is proposed that the Executive St fs ke axstituted at all
leels:

University, Faculties and Schools, with the doject of coastaitly
improving academic and teaching processes, through the vertical
ard horizontal integration of the arganization structure, ard also of
the actors participating in the process.

6 It is proposed that Management Research be incorporated as
a source for the taking of decisians.

7. It is proposed that the Dirvectors also ke formed in the
Academic Management environ through a program bearing this
same name, coordinated by the LUZ Enterprise Study Center.

8 A Holistic Plaming System is proposed which centers on the
develoorent of the humen potential and taking care to inplement the
aonoepts of nommative and routine strategic plaming.

9 A new study program model is proposed for the university .«



NN
I

AANNEXLS

I

Hil

.

HinnNn
HEnnnnn

I T T e






ACa>EMIC MANAGEMENT oot 203

1991 I Education /10-11-91 / La Columa (newspaper)

The Institutianl situation of the Faculty will be evaluated.
New Academic Management
in the Faculty of Humanities
The Executive Committee of the Faculty of Humenities of Zulia
State University resolved to implement a Hurenistic Academic
Administration System proposed by sociologist Evaristo Mendez.
This committee is formed by School Directors, Deans and
Plarming Coordinators.
With this measure, the dojective is to evaluate the institutiawl
situation of the mentioned Faculty in 22 developrent areas, to
redirect the oroganization and academic administration in the areas
of studant, professarial, scientific, ailltural and social develcarett,

executive staff, labor persamel, assistant and specialized
teachers, academic managers, among others.

Bienvenida Romero, Humanities Planning Coordinator, explained
that given the structiral aoplexity of the Faaulty, it was necessary
to instrument administrative management mechanisms that take
research and plaming into account when performing the execution,
aatrol ard evaluation of intermal chores.

Rorero highlighted that the Faculty of Hurenities pioneered in
the applicatio of this project ad thet there is an exdstantt political
will o badBlf of the arret divective staff in meking effarts to dotain
positive result s in benefit of the Faaulty .

This system will be implemented as of Jaruary 1992 and prabably
extand to other Faaulties of the wniversity.
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REPUBLIC OF VENEZUELA
LA UNIVERSIDAD DEL ZULIA
Secretary of the Uhiversity Council

Maracaibo-Venezuela

Octcdber 10th 1991
No. CU. 3761.91
Imelda Rincon-Maldonado
Rector
The University Council, in its Ordinary Session celebrated Octdoer
9th 1991, has approved to authorize you to subscribe an intra
institutional agreement between the Rectorate, the Faculty of
Economic and Social Sciences; the Faculty of Humanities and

Education, and the General Direction for University Plaming, with
the purpose of developing an Academic Management Program.

My regerds,

Lenin Herrera

Secretary
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LA UNIVERSIDAD DEL ZULIA
(ZULIA STATEUNIVERSITY)
Faculty of Economic and Social Sciences

Faculty Council

CFCES-607-92
Maracaibo, December 15th
1992

Jose de Jesus Martinez
Director of the Enterprise Study Center

The Faculty Council, in its Ordinary Meeting No. 29-92 of date
Novenber 24th 1992, approved that all Directive Persamel of
this Faculty must doligatorily course the HAGA-IUZ Academic
Management Workshop, coordinated by Professor Evaristo
Mendez, proposed in communication No. DFCES- 1141-92 of
November 20th 1992 (copy annexed) .

My regards,

Nilda Urdaneta de Barroso
Dean-President
Leidys Urrdbarri de Pifia
Secretary

To the Conquest of Excellence
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LA UNIVERSIDAD DEL ZULIA
(ZULIA STATEUNIVERSITY)
Faculty of Economic and Social Sciences
The Dean’s Office
DFCESI336-93
Maracaibo, April 20th 1993

Citizen

Pf. Antonio Castejon

Academic Vice-Rector

of Zulia State University

As per agreed in the First Meeting of L.U.Z. Departmental Chiefs,
celebrated at the Faculty of Experimental Sciences on March 26th,
1993, I am sending you a copy of the ((ACADEMIC MANAGEMENT
WORKSHOP (HAGA-LUZ SYSTEM))), approved by the University
Council an it’s Ordinary Session of Octdoer 10th 1991 as per file
docurent CU-3761.91 (copy armexed) , in order to submit to your
axsideration the possibility of implerenting this system in the
entire wniversity .
Positive experiences have been dotained by the application of this
system at the Faculty of Hurenities and Education as well as in
the Faculty of Eoonomic and Social Sciences, giving faith of its
importance and relevance during these moments that require
redefinitions in both academic arnd administrative metters an behalf
of L.U.Z.
My regards,

Nilda Urdaneta de Barroso

Dean-President

To the Conquest of Excellence
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REPUBLICA OF VENEZUELA
LA UNIVERSIDAD DEL ZULIA
Faculty of Hurenities and Education

The Dean’s Office
DO. 1554.91
Maracaibo, July 30th 1991

Soc. Evaristo Mendez
Faculty of Economic andf Social Sciences

Having ended the 2nd Academic Management Workshop so
throroughly dictated by you, directed to the improvement and
perfectioning of the teaching persamel which are active as Chiefs
of Department in our Faculty, I axmsider my doligation to forwerd
you through this letter my Office’s utmost acknowledgement for a
jdo well dae.

T wish at this marent to offer you our wnoaditiawl sugoort in all
the activities you execute in the fubure; please receive aur utmost
regards, respect and aonsideration.

My regerds,

Bof. Aifredo Marquez
Dean
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What is Productivity?
Beyad all, Productivity is a state of mind, it is becaning aware
of progress, of the constant improvement of that which exdists.

Tt is the knowing of being capable to do things today, better then
yesterday, and tomorrow, better than today .

Tt is the will to improve the present situation, no matter how good
tis

Tt is the omstant adaptation of econamic ard social life to
cherging caditians. It is the atinuous effort to inplement new
methods.

Tt is faith in huen progress.

Japanese Productivity Committee
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ANNEX No. 7

Academic Management Workshop
HAGA - LUZ SYSTEM

Perfomance Control Graphic
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ZULIA STATE UNIVERSITY ANNEX No. 12

Academic Management Workshop
Instructor: Dr. Evaristo Méndez

Relations Index

Observations: Identify and specifythe name of the instance where the diagnostic
and/or evaluation is made.

Class: Hub: Study Program Area:
Departament: Teaching Secretary:
School Director: School Council:
Specify name of instance:
Student
Student
performance Frequency Periods Trend
slanderd Performance
Approved 18-20
1817
Subtotal 10-14
Failed 0800
Subtotal 00-05
No information
Subtotal
General total
Standard Shustion per periods Trend
Students per professor
Subjects per professor
(average)
Teaching hours per
professor
Clerk's name: Position:
Code:

Periods: semester or year
Work with the last six periods; otherwise, work with the last three, indicating year and date.
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